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C h a p t e r  One 
I n t r o d u c t  i on
Modern Job E v a l u a t i o n
Most  t e x t s ,  r e p o r t s ,  and j o u r n a l  a r t i c l e s  by 
n a t i o n a l l y  r e c o g n i z e d  a u t h o r i t i e s  in p e r s o n n e l  
a d m i n i s t r a t i o n  acknowledge  j o b  e v a l u a t i o n  as the  
• foundat i on  o f  modern p er s o n n e l  management .  The e s s e n t i a l  
t a s k s  o f  j o b  e v a l u a t i o n  a r e  the  c r e a t i o n  o f  j o b  
d e s c r i p t i o n s  f o r  the p o s i t i o n s  in an o r g a n i z a t i o n  and the  
d e t e r m i n a t i o n  o f  the  r e l a t i v e  w o r t h  o f  those  p o s i t i o n s  
( n o t  the w o r t h  o f  the  p e o p l e  in those  p o s i t i o n s ) .  In  
m e e t i n g  t h e s e  e s s e n t i a l  t a s k s ,  j o b  e v a l u a t i o n  has a l s o  
come t o  be the s ou rc e  f o r  a v a r i e t y  o f  b a s i c  d a t a  f o r  
p e r s o n n e l  a d m i n i s t r a t i o n .
The j o b  d e s c r i p t i o n  produ ced  by j o b  e v a l u a t i o n  
p r o v i d e s  q u a l i f i c a t i o n s  f o r  h i r i n g ,  meas ur es  f o r  j o b  
p e r f o r m a n c e  e v a l u a t i o n ,  g u i d e s  f o r  j o b  t r a i n i n g ,  and 
d e f i n i t i o n  o f  b a s i c  p e r s o n n e l  management  t e r ms  and  
c o n c e p t s .  The h i e r a r c h y  o f  p o s i t i o n  c l a s s e s  and pay  
s c h e d u l e s ,  wh ich  i s  an i m p o r t a n t  p r o d u c t  o f  j o b  
e v a l u a t i o n ,  i s  a source  o f  e s s e n t i a l  i n f o r m a t i o n  f o r  
p e rs o nn e l  b u d g e t i n g  and o r g a n i z a t i o n a l  s t r u c t u r i n g  
(Susk i n ,  x ) .
Job e v a l u a t i o n  has been c a l l e d  a p r o d u c t  o f  the  
“S c i e n t i f i c  Management"  movement o f  the  l a t e  e i g h t e e n  
hundr eds  ( H e n d e r s o n ,  2 0 9 ) .  Job e v a l u a t i o n ' s  “ s c i e n t i f i c "
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d e s c r i p t i o n  o f  p o s i t i o n s  w i t h i n  an o r g a n i z a t i o n  was  
ado p te d  by the  c i v i l  s e r v i c e  r e f o r m  movements o f  t h a t  e r a  
as a c o u n t e r  t o  the  s p o i l s  sys tem which  was s t i l l  w i d e l y  
us e d ,  and as a means o f  c o n t r o l l i n g  i n e f f i c i e n c y  and  
i n e q u i t y  in p u b l i c  employee compe nsa t io n  ( S c h a f r i t z ,  e t  
al  , 1 1 ? ) .
The b a s i c  s t e p s  f o l l o w e d  in j o b  e v a l u a t i o n  
c o n s t i t u t e  a j o b  e v a l u a t i o n  s y s t e m ^  m e t h o d o l o o y . The  
b a s i c  s t e p s  have n o t  changed o ve r  t i m e .  These s t e p s  a r e :  
( 1 )  c r e a t i o n  o f  a d e t a i l e d  j o b  d e s c r i p t i o n ,  ( 2 )  
e v a l u a t i o n  o f  the  j o b  as t o  i t s  w o r t h  t o  the  
o r g a n i z a t i o n ,  and ( 3 )  use o f  t he  r e s u l t s  o f  the  j o b - w o r t h  
r a n k i n g  in s t e p  two t o  d e t e r m i n e  a p r o p e r  wage r a t e  f o r  
each j o b .  I t  i s  the  p r o c e s s  used t o  a c c o m p l i s h  s t e p  two 
whi ch  most  d i f f e r e n t i a t e s  the  m e t h o d o l o g i e s  o f  j o b  
e v a l u a t i o n  ( T r e i m a n ,  1 - 2 ) .
Q u a l i t a t i v e  and Q u a n t i t a t i v e  M e t h o d o l o o i e s
The b a s i c  m e t h o d o l o g i e s  o f  j o b  e v a l u a t i o n  were  
d e v e l o p e d  d u r i n g  the l a t e  e i g h t e e n  and e a r l y  n i n e t e e n  
h u n d r e d s .  Most  o f  t h e s e  e a r l y  methods r e l i e d  h e a v i l y  on 
the  q u a l i t a t i v e  j udgment  o f  the  j o b  e v a l u a t i o n  e x p e r t .
One w e l l  known example  o f  t hese  " q u a l i t a t i v e 1 methods i s  
t he  P o s i t i o n  C l a s s i f i c a t i o n  met hod ,  e s p e c i a l l y  as  
d e v e l o p e d  by I smar  Baruch ( f o r m e r  D i r e c t o r  o f  t he  U . S .  
C i v i l  S e r v i c e )  in the  e a r l y  l ? 4 0 s  ( H e n d e r s o n ,  2X6' ) .
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Henderson summar i zes  t h i s  t ype  o f  j o b  e v a l u a t i o n  
me t h o d o l o g y :
P o s i t i o n  c l a s s i f i c a t i o n  i s  the  te rm  
a p p l i e d  t o  the method o f  j o b  e v a l u a t i o n  used  
w i d e l y  by a v a r i e t y  o f  p u b l i c  a g e n c i e s  and 
j u r i s d i c t i o n s .  As d e v e l o p e d  by B a r u ch ,  
p o s i t i o n  c l a s s i f i c a t i o n  i n c l u d e s  the  
i d e n t i f i c a t i o n  and d e s c r i p t i o n  o f  a number of
u n i v e r s a l  compensable  f a c t o r s ,  the  w r i t i n g  of
(
d e t a i l e d  s p e c i f i c a t i o n s  f o r  a c l a s s  o f  
p o s i t i o n s  ( c l a s s  s t a n d a r d s ) ,  the  w r i t i n g  o f  a 
d e t a i l e d  p o s i t i o n  d e s c r i p t i o n ,  and the  
a l l o c a t i o n  o f  a p o s i t i o n  t o  a c l a s s .  T h i s  
method r e q u i r e s  the  use o f  i n - d e p t h  j o b  
a n a l y s i s .  The j o b  a n a l y s i s  p r o v i d e s  a l i s t i n g  
o f  the r e s p o n s i b i l i t i e s ,  d u t i e s  ( a n d  p o s s i b l y  
t a s k s ) ,  and q u a l i f i c a t i o n s  r e q u i r e d  in j o b  
p e r f o r m a n c e .  . . . The most  i m p o r t a n t  document  
d e v e l o p e d  in the  p o s i t i o n  c l a s s i f i c a t i o n  p l a n  
i s  a c l a s s i f i c a t i o n  s t a n d a r d ,  wh i ch  c o n t a i n s  a 
br oad  d e s c r i p t i o n  o f  r e q u i r e d  k n o w l e d g e ,  m a j o r  
r e s p o n s i b i l i t i e s  and d u t i e s ,  and b a s i c  
q u a l i f i c a t i o n s  o f  j o b s  i n c l u d e d  in a c l a s s .
The s t a n d a r d  a l s o  i n c l u d e s  a d e s c r i p t i o n  o f  the  
compensable  f a c t o r s  in t erms a p p l i c a b l e  t o  the
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work p e r f o r m e d  by the  j o b s  in the  c l a s s  and  
d e s c r i b e s  the l e v e l  or  l e v e l s  o f  d i f f i c u l t y  and 
l i m i t s  o f  t h es e  f a c t o r s  ( H e n d e r s o n ,  2 1 6 - 2 1 7 ) .  .
• •
The q u a l i t a t i v e  methods  o f  j o b  e v a l u a t i o n ,  
r e p r e s e n t e d  by the Baruch met hod ,  were  based on the  
e x p e r t ' s  s u b j e c t i v e  ( q u a l i t a t i v e )  j udgment  as t o  the  b e s t  
f i t  o f  n a r r a t i v e  d e s c r i p t i o n s  o f  a p a r t i c u l a r  j o b ' s  
compensable  f a c t o r s  t o  t he  n a r r a t i v e  d e s c r i p t i o n s  o f  a 
c l a s s  s t a n d a r d ' s  compensable  f a c t o r s .  These q u a l i t a t i v e  
m e t h o d o l o g i e s  were  a d o p t e d  t o  a l a r g e  e x t e n t  by the  
p u b l i c  s e c t o r ,  and i n c r e a s i n g l y  by the  p r i v a t e  s e c t o r ,  
e s p e c i a l l y  d u r i n g  W o r l d  War I I  ( T r e i m a n ,  1 ) .
S i n ce  W o r l d  War I I ,  t he  p r i v a t e  s e c t o r  has seen  
c o n s i d e r a b l e  change in the  " s c i e n c e "  o f  j o b  e v a l u a t i o n .  
T h e r e  has been a s t e a d i l y  g r o w i n g  p r e f e r e n c e  t o  use  
" q u a n t i t a t i v e "  m e t h o d o l g i e s  f o r  the  a n a l y s i s  and r a n k i n g  
o f  p o s i t i o n s .  T h i s  p r e f e r e n c e  f o r  q u a n t i t a t i v e  
m e t h o d o l o g i e s  has  been s l o w e r  t o  e n t e r  the  p u b l i c  s e c t o r ,  
b ut  the p r e s s u r e  f o r  such a change i s  b u i l d i n g  s t e a d i l y .  
The q u a l i t a t i v e  m e t h o d o l o g i e s  have f a l l e n  f ro m f a v o r  
p r i m a r i l y  because o f  t he  i n a b i l i t y  o f  t hose  e mpl oyee s  or  
managers  o f  an o r g a n i z a t i o n ,  who a r e  no t  e x p e r t s  in j o b  
e v a l u a t i o n ,  t o  g a i n  a c l e a r  u n d e r s t a n d i n g  o f  the  d e c i s i o n  
p r o c e s s  i n v o l v e d  when the  e x p e r t  d e c i d e s  on a p o s i t i o n
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r ank  i n g .
A l t h o u g h  o f t e n  acc used  o f  b e i n g  o n l y  
p s e u d o - s c i e n t i f i c ,  n u m e r i c a l l y  q u a n t i f i e d  m e t h o d o l o g i e s  
have opened the  j o b  a n a l y s i s  and c l a s s i f i c a t i o n  p r o c e s s  
t o  g r e a t e r  p a r t i c i p a t i o n  by members o f  the  o r g a n i z a t i o n  
o t h e r  than the  j o b  c l a s s i f i c a t i o n  “ e x p e r t " .  Q u a n t i f i e d  
m e t h o d o l o g i e s  p r o v i d e  n u m e r i c a l  r e a s o n i n g  as  
j u s t i f i c a t i o n  f o r  p o s i t i o n  r a n k i n g s  r a t h e r  t han  p o o r l y  
documented ,  s u b j e c t i v e  j u dg m e n t s  o f  p e r s o n n e l  
p r o f e s s i o n a l s .  The " p a p e r - t r a i 1" o f  the d e c i s i o n  p r o c e s s  
i s  much c l e a r e r  and more e a s i l y  u n d e r s t o o d  by empl oyee s  
and m a na g e r s ,  and t h e r e f o r e  more e a s i l y  e x p l a i n e d  and  
d e f e n d e d .
Job a n a l y s i s  and c l a s s i f i c a t i o n  d e c i s i o n s  have  
become i n c r e a s i n g l y  l i a b l e  t o  l e g a l  c h a l l e n g e .  A 
c o u r t r o o m  d e f e n s e  based on p o o r l y  document ed ,  q u a l i t a t i v e  
d e c i s i o n s ,  i s  v e r y  d i f f i c u l t .  T h u s ,  a n u m e r i c a l l y  
q u a n t i f i e d  j o b  a n a l y s i s  and c l a s s i f i c a t i o n  m e t h o d o l o g y  
o f f e r s  a b e t t e r  o p t i o n  f o r  m e e t i n g  the c h a l l e n g e s  o f  
employee a c c e p t a n c e  and l e g a l  d e f e n s i b i 1 i t y .
One o f  the more i m p o r t a n t  e v e n t s  l e a d i n g  t o  the  
move t o wa r ds  q u a n t i f i e d  j o b  e v a l u a t i o n  m e t h o d o l o g i e s  in 
the  p u b l i c  s e c t o r  was the O l i v e r  R e p o r t  o f  the  U . S .  C i v i l  
S e r v i c e  C o m m i s s i o n ' s  Job E v a l u a t i o n  and Pay Rev iew Task  
F o r c e .  The r e p o r t  recommended use o f  t he  F a c t o r
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Rank i ng / Benc hmar k  M e th o d .  T h i s  method was a d o p t e d  by the  
U . S .  C i v i l  S e r v i c e  Commission in 1975 ( S c h a f r i t z ,  1 3 3 ) .  
The method i s  one o-f the  two most  p o p u l a r  q u a n t i t a t i v e  
methods in use in the p u b l i c  s e c t o r .
The F a c t o r  E v a l u a t i o n / B e n c h m a r k  M e t h o d o l o y
I d e n t i f i e d  as The F a c t o r  E v a l u a t i o n  System <FES) ,  
the  F e d e r a l  m e t h o d o l o g y  o-f j o b  e v a l u a t i o n  combines  
e l e m e n t s  o-f who l e  j o b  r a n k i n g ,  p o i n t  r a t i n g ,  and f a c t o r  
compar i son  methods  o f  j o b  e v a l u a t i o n .  F a c t o r s  t h a t  a r e  
a p p r o p r i a t e  t o  the  c a t e g o r y  of  p o s i t i o n s  t o  be c o v e r e d  
<not  u n i v e r s a l  a c r o s s  t he  e n t i r e  o r g a n i z a t i o n )  a r e  
cho sen ,  and a r e p r e s e n t a t i v e  or  benchmark p o s i t i o n  i s  
d e s c r i b e d  in d e t a i l  u s i n g  these  f a c t o r s .  The f a c t o r s  
used t o  d e s c r i b e  the  benchmark p o s i t i o n  a r e  a s s i g n e d  
p o i n t s  a c c o r d i n g  t o  t h e i r  degree  o f  i m p o r t a n c e .  New 
p o s i t i o n s  or  p o s i t i o n s  t o  be e v a l u a t e d  a r e  d e s c r i b e d  
u s i n g  the f a c t o r s  o f  the benchmark p o s i t i o n  t h e y  most  
c l o s e l y  r e s e m b l e ,  and a r e  a s s i g n e d  the  benchmark  
p o s i t i o n ' s  t o t a l  e v a l u a t i o n  p o i n t s  t o  d e t e r m i n e  r a n k i n g .  
I f  no benchmark p o s i t i o n  can be f o u nd  wh ich  c o n t a i n s  
f a c t o r  d e s c r i p t i o n s  wh ic h  c l o s e l y  match t hose  o f  the  
p o s i t i o n  b e i n g  a n a l y z e d ,  f a c t o r  d e s c r i p t i o n s  c o n t a i n e d  in  
o t h e r  benchmark p o s i t i o n  d e s c r i p t i o n s  which  do match a r e  
f o u n d ,  and the d eg r ee  p o i n t s  a s s i g n e d  t o  t hose  i n d i v i d u a l  
f a c t o r s  a r e  a s s i g n e d  t o  the  p o s i t i o n  b e i n g  a n a l y z e d .  The
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t o t a l  p o i n t s  a c c u m u l a t e d  t o  the new or  r e v i e w e d  p o s i t i o n  
d e t e r m i n e s  i t s  r a n k i n g .  (McEwen,  P o s i t i o n  Cl a s s i f i c a t i o n , 
2 6 - 2 7 )
The Hay M e t h o d o l o o y
A n o t h e r  q u a n t i f i e d  system o f  j o b  e v a l u a t i o n  which  
has w i d e  a c c e p t a n c e  and a p p l i c a t i o n  i s  the  Hay Guide  
C h a r t  M e t h od .  D e v e l o p e d  by Edward N.  Hay and D a le  Pu rv es  
in the  1 9 4 0 s ,  t h i s  sys tem uses t h r e e  u n i v e r s a l  f a c t o r s  to  
e v a l u a t e  the  r e l a t i v e  w o r t h  o f  p o s i t i o n s s  know-how,  
pr ob l em s o l v i n g ,  and a c c o u n t a b i 1 i t y . Each o f  t hese  t h r e e  
u n i v e r s a l  f a c t o r s  i s  more p r e c i s e l y  d e f i n e d  and these  
s u b - f a c t o r  d e f i n i t i o n s  a r e  l i s t e d  on a g u i d e  c h a r t  w i t h  
p o i n t s  a s s i g n e d  t o  each s u b - f a c t o r  d e f i n i t i o n .  The Hay 
system was used as the  j o b  e v a l u a t i o n  method f o r  the  
S t a t e  o f  I d a h o  ( H e n d e r s o n ,  2 2 7 ) .
Both o f  t hese  methods have r e c e i v e d  c r i t i c i s m ,  b u t  
both  have s e r v e d  as t he  b a s i s  f o r  m o d e r n i z a t i o n  o f  s t a t e  
j o b  e v a l u a t i o n  and c l a s s i f i c a t i o n  s y s t e m s .  They  have  
a c c o m p l i s h e d ,  a t  a s t a t e - w i d e  l e v e l ,  the  o b j e c t i v e s  o f  
modern j o b  e v a l u a t i o n  and c l a s s i f i c a t i o n  s y s t e m s ,  wh ich  
a r e :
1.  To e s t a b l i s h  an o r d e r l y ,  r a t i o n a l ,  
s y s t e m a t i c  s t r u c t u r e  o f  j o b s  based  on t h e i r  
w o r t h  t o  t he  b u s i n e s s  [ o r g a n i z a t i o n ]  ( w o r t h  
n o r m a l l y  r e l a t e s  t o  the  i m p o r t a n c e  o f  the  j o b
s
or  i t s  c o n t r i b u t i o n  t o  the o v e r a l l  a t t a i n m e n t  
o-f the  g o a l s  and o b j e c t i v e s  o-f t he  b u s i n e s s ) .
2 .  To j u s t i t y  an e x i s t i n g  pay s t r u c t u r e  or  
t o  d e v e l o p  one t h a t  p r o v i d e s  -for i n t e r n a l
equ i t y .
3 .  To a s s i s t  in s e t t i n g  pay r a t e s  t h a t  a re  
compa ra b l e  w i t h  s i m i l a r  j o b s  in o t h e r  
b u s i n e s s e s  Cor o r g a n i z a t i o n s ] .  . . .
4 .  To p r o v i d e  a r a t i o n a l  b a s i s  -for 
n e g o t i a t i n g  pay r a t e s  when b a r g a i n i n g  
c o l l e c t i v e l y  w i t h  a r e c o g n i z e d  u n i o n .
5 .  To i d e n t i t y  a l a d d e r  o t  p r o g r e s s i o n  or  
d i r e c t i o n  t o r  t u t u r e  movement t o  a l l  empl oyees  
i n t e r e s t e d  in i m p r o v i n g  t h e i r  c ompe nsa t io n  
oppor  tun i t  i e s .
6 .  To comply  w i t h  equal  pay  l e g i s l a t i o n  
and r e g u l a t i o n s  d e t e r m i n i n g  pay d i t t e r e n c e s  
a c c o r d i n g  t o  j o b  c o n t e n t .
7 .  To d e v e l o p  a base t o r  a m e r i t  or  
p a y - t o r - p e r t o r m a n c e  program ( H e n d e r s o n ,  2 1 0 ) .
W h i l e  t h es e  two methods o t t e r  a r ea dy - ma d e  answer  to  
m o d e r n i z a t i o n  or  i n t r o d u c t i o n  o t  j o b  e v a l u a t i o n  in the  
p u b l i c  s e c t o r ,  and bot h  have been used t o r  s t a t e  
government  s ys t e m s ,  the  S t a t e  o t  Mont ana  chose t o  
m o d e r n i z e  i t s  q u a l i t a t i v e  j o b  e v a l u a t i o n  and
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c l a s s i f i c a t i o n  system w i t h  a h y b r i d  q u a n t i t a t i v e  met hod ,  
d e v e l o p e d  by and u n i que  t o  M o n t a n a .  The Job  
C l a s s i f i c a t i o n  Enhancement  P r o j e c t  was c r e a t e d  f o r  t h a t  
p u r p o s e .
The purpose o f  t h i s  paper  i s  t o  d e s c r i b e  the  
c i r c u m s t a n c e s  l e a d i n g  t o  the d e c i s i o n  t o  change the  S t a t e  
of  M o n t a n a / s j o b  e v a l u a t i o n  and c l a s s i f i c a t i o n  
m e t h o d o l o g y ,  and the t e c h n i q u e  chosen t o  d e v e l o p  the new 
m et hod .  A p r i m a r y  goal  o f  t h i s  p ap er  i s  t o  promote  
u n d e r s t a n d i n g  o f  the c h o i c e s  and p r ob l e m s  e n c o u n t e r e d  in 
d e v e l o p i n g  and i m p l e m e n t i n g  a s t a t e - o f - t h e - a r t  p u b l i c  
s e c t o r  j o b  a n a l y s i s  and c l a s s i f i c a t i o n  sys te m.
C h a p t e r  Two 10
M o n t a n a ' s  P r e s e n t  C l a s s i f i c a t i o n  System
P r i o r  to  19,75,  the  S t a t e  o f  Montana  had no s t a t e w i d e  
p e rs o nn e l  sy s te m.  Each s t a t e  agency o p e r a t e d  i t s  own 
p e r so n ne l  s y s te m ,  i n c l u d i n g  i n d i v i d u a l  pay  p l a n s  and j o b  
c l a s s i f i c a t i o n s .  As a r e s u l t ,  t h e r e  was no i n t e r n a l  
c o n s i s t e n c y  in pay r a t e s  o f f e r e d  f o r  s i m i l a r ,  p o s i t i o n s  in 
d i f f e r e n t  a g e n c i e s .  I n  a d d i t i o n ,  the  G o v e r n o r ' s  O f f i c e  
and the  S t a t e  L e g i s l a t u r e  was u n a b l e  t o  dea l  e f f e c t i v e l y  
and c o n s i s t e n t l y  w i t h  f u ndam en ta l  p e rs o nn e l  f u n c t i o n s  
such as c o l l e c t i v e  b a r g a i n i n g ,  equal  employment  
o p p o r t u n i t y ,  and b u d g e t i n g  f o r  p e rs o nn e l  s e r v i c e s .  In  
1 97 3 ,  t h i s  s t a t e w i d e  p r ob l em  was a d d r e s s e d  by passage o f  
the  C l a s s i f i c a t i o n  and Pay A c t .  (McEwen,  P o s i t i o n  
C l a s s i f i c a t i o n  3)
The C l a s s i f i c a t i o n  and Pay Ac t  d i r e c t e d  the  
D e p ar tm e nt  o f  A d m i n i s t r a t i o n  t o  d e v e l o p  and m a i n t a i n  a 
j o b  c l a s s i f i c a t i o n  sys tem f o r  the  s t a t e  and t o  propose  a 
pay p l a n  based on the r e s u l t s  o f  t h i s  c l a s s i f i c a t i o n  
sys te m.  As d e s c r i b e d  by McEwen,  the  C l a s s i f i c a t i o n  and  
Pay A c t  < 2 - 1 8 - 2 0 2 ,  MCA) p r o v i d e d  the  f o l 1owing g u i d e 1 i nes  
f o r  c l a s s i f y i n g  s t a t e  p o s i t i o n s :
G u i d e l i n e s  f o r  C l a s s i f i c a t i o n .  <1> In  
p r o v i d i n g  f o r  the C l a s s i f i c a t i o n  p l a n ,  the  
d e p a r t m e n t  s h a l l  group a l l  p o s i t i o n s  in the  
S t a t e  s e r v i c e  i n t o  d e f i n e d  c l a s s e s  based on
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s i m i l a r i t y  o f  d u t i e s  p e r f o r m e d ,  
r e s p o n s i b i l i t i e s  assumed,  and c o m p l e x i t y  o f  
work so t h a t :
<a)  s i m i l a r  q u a l i f i c a t i o n s  o f  e d u c a t i o n ,  
e x p e r i e n c e ,  knowledge s k i l l  and a b i l i t y  can be 
r e q u i r e d  o f  a p p l i c a n t s  f o r  each p o s i t i o n  in the  
cl  ass ;
<b> t he  same t i t l e  can be used t o  i d e n t i f y  
each p o s i t i o n  in the c l a s s ;
<c)  s i m i l a r  pay may be p r o v i d e d ,  under  the  
same c o n d i t i o n s ,  w i t h  e q u i t y  t o  each p o s i t i o n  
w i t h i n  the  c l a s s .  <McEwen, P o s i t i o n  
C l a s s i f i c a t i o n ,  3 - 4 )
The D e pa r t me n t  o f  A d m i n i s t r a t i o n  a d o p te d  a 
q u a n t i t a t i v e  j o b  e v a l u a t i o n  met hod,  c a l l e d  the  
C l a s s i f i c a t i o n  G r a d i n g  S c h e d u l e ,  t o  d e t e r m i n e  the  
r e l a t i v e  r a n k i n g  o f  the s t a t e ' s  p o s i t i o n s .  The  
C l a s s i f i c a t i o n  G r a d i n g  Schedu l e  used e i g h t  f a c t o r s  f o r  
j o b  a n a l y s i s :  e d u c a t i o n ,  e x p e r i e n c e ,  p h y s i c a l  demands,  
w o r k i n g  c o n d i t i o n s ,  s u p e r v i s i o n  r e c e i v e d ,  s u p e r v i s i o n  
e x e r c i s e d ,  a u t h o r i t y  e x e r c i s e d ,  and r e s p o n s i b i l i t y .  Each 
f a c t o r  was d i v i d e d  i n t o  s u b - f a c t o r s  o r  d e g re e  l e v e l s  and 
each d eg r e e  l e v e l  was a s s i g n e d  a p o i n t  v a l u e .  Each 
p o s i t i o n  or  c l a s s  o f  p o s i t i o n s  was e v a l u a t e d  and g i v e n  
the  p o i n t s  c o r r e s p o n d i n g  t o  the  deg re e  o f  each f a c t o r  i t
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p o s se ss e d .  These p o i n t  a s s i g n m e n t s  were  then t o t a l l e d  
and the  t o t a l  c o n v e r t e d  t o  a grade  or  s k i l l  l e v e l .
<McEwen,  P o s i t i o n  C l a s s i f i c a t i o n ,  5)
One o f  the  p r i m a r y  o b j e c t i v e s  o f  d e v e l o p i n g  the  
c l a s s i f i c a t i o n  system was t o  e s t a b l i s h  i n t e r n a l  e q u i t y  
among a l l  s t a t e  p o s i t i o n s .  I n t e r n a l  e q u i t y  means t h a t  
a l l  j o b s  in c l a s s e s  w i t h  f a c t o r s  r a t e d  s i m i l a r l y  s h o u l d  
be p a i d  a t  the  same r a t e .  U s in g  t he  same e v a l u a t i v e  
f a c t o r s  f o r  a l l  j o b s  w i t h i n  an o r g a n i z a t i o n  i s  an 
i m p o r t a n t  r e q u i r e m e n t  f o r  i n t e r n a l  e q u i t y ,  and t he  use o f  
e i g h t  u n i v e r s a l  f a c t o r s  by the c l a s s i f i c a t i o n  g r a d i n g  
s c h e d u l e  was c a l c u l a t e d  t o  s e r v e  t h i s  p u r p o s e .
Pr ob lems a r o s e ,  h ow e ve r ,  when the  i n t e r n a l  e q u i t y  
p r o m i s ed  by use o f  the  c l a s s i f i c a t i o n  g r a d i n g  s c h e d u l e  
method began t o  be e r o d e d  by l e g i t i m a t e  a t t e n t i o n  t o  the  
demands o f  c o l l e c t i v e  b a r g a i n i n g  and pay e q u i t y  w i t h  the  
open j o b  m a r k e t  ( e x t e r n a l  e q u i t y ) .  Job s k i 11s in h i gh  
demand o f t e n  r e q u i r e d  pay  above t h a t  wh i ch  w o u ld  have  
r e s u l t e d  f ro m s t r i c t  a d h e re nc e  t o  t he  s t a t e ' s  new pay  
p l a n  and j o b  r a n k i n g s .  A l s o ,  a l l  a s p e c t s  o f  j o b  a n a l y s i s  
and c l a s s i f i c a t i o n  wer e  open t o  c o l l e c t i v e  b a r g a i n i n g .  
N e g o t i a t i o n s  w i t h  b a r g a i n i n g  u n i t s  r e s u l t e d  in 
a d j u s t m e n t s  o f  r a n k i n g  f o r  s e v e r a l  m a j o r  o c c u p a t i o n a l  
c a t e g o r i e s  ( e . g .  H ighway P a t r o l  O f f i c e r s ) .
A d d i t i o n a l  p r o b l e m s  w i t h  the c l a s s i f i c a t i o n  g r a d i n g
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s c h e d u l e  method i n c l u d e d  m i s u n d e r s t a n d i n g  o-f - f ac t or  
d e f i n i t i o n s  l e a d i n g  t o  g r ade  i n f l a t i o n ,  and a l a c k  o f  
w r i t t e n  d o c u m e n t a t i o n  on how t o  a p p l y  p r o p e r l y  the  
met hod .  P a r t  o f  the  p r o b l e m  stemmed f rom c l a s s i f i c a t i o n  
a n a l y s t s  i n s u f f i c i e n t l y  t r a i n e d  in a p p l y i n g  the f a c t o r  
d e f i n i t i o n s  and deg re e  d i f f e r e n t i a t i o n s .  T h i s  l a c k  o f  
e x p e r t i s e  and a c c u r a c y  o f t e n  made d e f e n s e  o f  
c l a s s i f i c a t i o n  d e c i s i o n s  d i f f i c u l t .
I n  1,976 the  c l a s s i f i c a t i o n  g r a d i n g  s c h e d u l e  was 
d i s c a r d e d  as the  j o b  e v a l u a t i o n  method f o r  most  o f  the  
S t a t e  o f  M o n t a n a ' s  c l a s s i f i e d  p o s i t i o n s .  The sys tem was  
c o n s i d e r e d  not  s o p h i s t i c a t e d  enough f o r  m o d i f i c a t i o n  
( Br own,  Rhone I n t e r v i e w ) .  A m o d i f i e d  q u a n t i t a t i v e  method  
was i mp lemented  f o r  800 l a b o r ,  t r a d e ,  and c r a f t  p o s i t i o n s  
in t h a t  same y e a r .  C r e a t e d  t h r o ug h  col  1e c t i v e  
b a r g a i n i n g ,  t h i s  " B l u e  C o l l a r "  p l a n  was one o f  s e v e r a l  
s e p a r a t e  c l a s s i f i c a t i o n  p l a n s  r e s u l t i n g  f ro m n e g o t i a t i o n s  
w i t h  b a r g a i n i n g  u n i t s .
The c l a s s i f i c a t i o n  g r a d i n g  s c h e d u l e  was r e p l a c e d  in 
1977 w i t h  the  F a c t o r  Compar ison M et h od ,  wh i ch  i s  in 
c u r r e n t  use f o r  1 2 , 5 0 0  s t a t e  p o s i t i o n s .  McEwen d e s c r i b e s  
t he  F a c t o r  Compar ison Method:
T h i s  method was d e v e l o p e d  by r e w r i t i n g  t he  8 
f a c t o r s  o f  the  c l a s s i f i c a t i o n  g r a d i n g  s c h e d u l e  
i n t o  5 b r o ad  and g e n e r a l  f a c t o r s .  The m a j o r
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d i s t i n c t i o n  between the  two methods i s  t h a t  the  
■factor  compar i son  method does not  use  
q u a n t i t a t i v e  p o i n t  v a l u e s .  The - f i ve  f a c t o r s  --*  
whi ch  a r e  n a t u r e  o f  w o r k ,  s u p e r v i s i o n  
e x e r c i s e d ,  s u p e r v i s i o n  r e c e i v e d ,  p u b l i c  
c o n t a c t ,  and scope and e f f e c t  o f  a c t i o n s  and 
d e c i s i o n s  —  s e r v e  as a b a s i s  f o r  c om pa r i ng  
j o b s  t o  each o t h e r .  P o s i t i o n s  or  c l a s s e s  a r e  
compared t o  each o t h e r  and a s e r i e s  of  
q u a l i t a t i v e  j u dg m e n t s  a r e  made on the  r e l a t i v e  
s t r e n g t h s  and weaknesses  o f  a p o s i t i o n  or  c l a s s  
in each o f  the  f i v e  f a c t o r s .  The c u m u l a t i v e  
j u dg m e n t s  a r e  e x p r e s s e d  in a g r ade  or  s k i l l  
l e v e l .  T h i s  method i s  r e l i e d  upon t o  make 
c l a s s i f i c a t i o n  d e c i s i o n s  f o r  new p o s i t i o n s  and  
f o r  e x i s t i n g  p o s i t i o n s  w i t h  a l t e r e d  d u t i e s  and  
r e s p o n s i b i l i t i e s .  I t  i s  a l s o  used t o  d e f e n d  
d e c i s i o n s  in t he  a p p e a l s  p r o c e s s ,  even though  
many o f  t h e s e  d e c i s i o n s  were based on the  
c l a s s i f i c a t i o n  g r a d i n g  s c h e d u l e .  <McEwen,  
P o s i t i o n  C l a s s i f i c a t i o n ,  8)
The F a c t o r  Compar ison Method was p a t t e r n e d  a f t e r  the  
Hay Method and F e d e r a l  F a c t o r  E v a l u a t i o n  Sy s t em,  bu t  w i t h  
the  p o i n t  a ss ign me nt  t e c h n i q u e  m i s s i n g .  A s e p a r a t e  
v e r s i o n  o f  the  F a c t o r  Compar ison Method was c r e a t e d  in
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197? and 1980 by c h a n g i n g  the  - f a c t o r s  to  n a t u r e  o-f w o r k ,  
a c c o u n t a b i l i t y ,  n a t u r e  o f  i m p a c t ,  s i z e  o f  i m p a c t ,  and  
s u p e r v i s i o n .  D e s i g n e d  t o  c o v e r  upper  m a n a g e r i a l  l e v e l s ,  
t h i s  m o d i f i c a t i o n  i s  c a l l e d  the  E x e c u t i v e - M a n a g e r  
E v a l u a t i o n  System <EMES>, wh i ch  i s  c u r r e n t l y  used t o  
e v a l u a t e  p o s i t i o n s  in s t a t e  g r a d e s  between 15 and 2 2 .
D u r i n g  the d e v e l o p me nt  o f  t h i s  m o d i f i c a t i o n ,  the  
a d v a n t a g e s  o f  a q u a n t i f i e d  m e t h o d o l o g y  were  r e c o g n i z e d  
and i n c o r p o r a t e d .  The EMES Method uses the p o i n t  
a ss ign me nt  t e c h n i q u e  t o  p roduce  more q u a n t i f i a b l e  
r e s u l t s .  The a c c e p t a n c e  and use o f  the a ss i gn m en t  o f  
p o i n t  v a l u e s  t o  t he  d eg r e e  d e f i n i t i o n s  of  the  EMES 
s y s t e m ' s  f a c t o r s  has  e nc o u r a g e d  the  Pe r sonne l  D i v i s i o n  to  
c r e a t e  s i m i l a r  m o d i f i c a t i o n s  f o r  s t a t e  employed a t t o r n e y s  
<Lawyer  E v a l u a t i o n  System)  and c l e r i c a l  p o s i t i o n s  in t he  
U n i v e r s i t y  System.
Pr ob l ems  and So lu  t  i ons
I n  the  e a r l y  1980s the  Pe r s onne l  D i v i s i o n  e x p e r i e n c e d  
i n c r e a s e d  p r e s s u r e s  t o  change t he  e x i s t i n g  c l a s s i f i c a t i o n  
s y s t e m .  These p r e s s u r e s  r e s u l t e d  in r ecom me n da t io ns  f rom  
a G o v e r n o r - a p p o i n t e d  s t u d y  commission f o r  m o d i f i c a t i o n s  
t o  the  S t a t e ' s  p e r s o n n e l  sys tem and new c om pa r a b le  w o r t h  
1egi  s i  a t  i o n .
S t u dy  Commission Recommendat ions
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I n  O c to b er  o-f 1 98 1 ,  Governor  Ted Schwinden i ss ue d  
E x e c u t i v e  Order  No.  2 5 - 8 1 ,  c r e a t i n g  the  P e rs o n n e l  and 
Labor  R e l a t i o n s  S t ud y  Commission <PLRC>.  The Commission  
was c h a r g ed  t o  p r e p a r e  a f i n a l  r e p o r t  by December 1,
1 98 2 ,  mak i ng  " . . .  r ecom me n da t io ns  t o  the Gover nor  and 
L e g i s l a t u r e  on met hods  f o r  i m p r o v i n g  the p e r s o n n e l  and  
l a b o r  r e l a t i o n s  pr ogr ams in Montana"  (PLRSC,  Append i x  
A , l ) .  The Commission was t o  a d d r e s s  f i v e  i s s u e s ,  two o f  
whi ch  d i r e c t l y  i n v o l v e d  j o b  c l a s s i f i c a t i o n :
a .  W he t her  c u r r e n t  s t a t e  employee  
c om pe ns a t io n  and c l a s s i f i c a t i o n  p r a c t i c e s  
ensur e  i n t e r - a g e n c y  q u a l i t y  and s e r v e  t o  
a t t r a c t  and r e t a i n  q u a l i f i e d  and compe ten t  
empl oyees  needed by s t a t e  g o v e r n m e n t .  . . .
e .  Whet her  the  s t a t e ' s  g r i e v a n c e  
p r o c e d u r e s ,  i n c l u d i n g  the r o l e  o f  t he  Board  o f  
P e rs o nn e l  A p p e a l s  in r e s o l v i n g  c l a s s i f i c a t i o n  
d i s p u t e s ,  meet  the  needs o f  s t a t e  empl oyee s  and 
m a na g er s .  ( F i n a l  R e p o r t ,  Append i x  A , l >
The F i n a l  R e p o r t  o f  the  Commission l i s t e d  a more  
d e t a i l e d  a cc o u n t  o f  the i s s u e s  s u r r o u n d i n g  p o s i t i o n  
c l a s s i f i c a t i o n .  The R e p o r t  p o i n t e d  out  t h a t  a s u r v e y  o f  
s t a t e  managers  had r e v e a l e d  c o n t i n u e d  d i s s a t i s f a c t i o n  
w i t h  the c u r r e n t  c l a s s i f i c a t i o n  s y s te m .  A common 
d i s s a t i s f a c t i o n  p o i n t e d  t o  by the s u r v e y  was a g e n e r a l
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p e r c e p t i o n  t h a t  the q u a l i t a t i v e ,  n o n q u a n t i f i e d  j o b  
e v a l u a t i o n  used by the  Gener a l  Sc he du l e  ( t h e  F a c t o r  
E v a l u a t i o n  Me thod)  was t oo s u b j e c t i v e .  The R e p o r t  
e x p l a i n e d  t h a t :
In  " q u a l i t a t i v e "  j o b  e v a l u a t i o n  methods  
l i k e  M o n t a n a ' s ,  j o b s  a r e  compared t o  each o t h e r '  
and a s e r i e s  o-f j u dg m e n t s  a r e  made as t o  the  
r e l a t i v e  s t r e n g t h s  and w eaknesses  o-f the  j o b s  
on each - f a c to r  —  the r e l a t i v e  d e g r e e s  o-f 
c o m p l e x i t y  o-f w o r k ,  the  r e l a t i v e  d e g r e e s  o f  
s u p e r v i s i o n  e x e r c i s e d .  The end r e s u l t  i s  a 
s i n g l e  j udgment  c o n c e r n i n g  the  a p p r o p r i a t e  
s k i l l  l e v e l  or  g r a d e .
T h e r e  i s  no r e c o r d  o-f the  s e r i e s  o-f j u d g m e n t s  
whi ch  e s t a b l i s h  t h e  f i n a l  g r ade  as in 
" q u a n t i t a t i v e "  s ys t e m s .  C o n s e q u e n t l y ,  the  
p r o c e s s  a p p e a r s  s u b j e c t i v e ,  l a c k s  c o n f i d e n c e  
and i s  more d i f f i c u l t  t o  r e v i e w  than  
q u a n t i t a t i v e  m e t h o d o l o g i e s .  (PLRSC,  2 0 )
The R e p o r t  l i s t e d  s e v e r a l  o t h e r  c o m p l a i n t s  o f t e n  
v o i c e d  by u s e r s .  F i r s t ,  many o f  the  c l a s s  s p e c i f i c a t i o n s  
a r e  n o t  c l e a r l y  u n d e r s t o o d ,  mak i ng  r e v i e w  o f  
c l a s s i f i c a t i o n  d e c i s i o n s  and t r a i n i n g  in c l a s s i f i c a t i o n  
d e c i s i o n  mak i ng  d i f f i c u l t .  Second,  t h e r e  a r e  t o o  many
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c l a s s e s ,  mak i ng  t he  sys tem u n n e c e s s a r i l y  c om p l e x .  T h i r d ,  
managers  have not  been i n f o rm e d  about  the s y s t e m ' s  
p u rp o se s  and t e c h n i q u e s .  F o u r t h ,  many empl oyee s  f e e l  the  
system does not  p r o v i d e  i n t e r n a l  e q u i t y ,  e s p e c i a l l y  
c o n c e r n i n g  sexua l  b i a s  a f f e c t i n g  the  c on c e p t  o f  equal  
pa y .  F i f t h ,  t h e r e  was a f e e l i n g  t h a t  the c l a s s i f i c a t i o n  
p r o c e s s  does n o t  p r o v i d e  f o r  s u f f i c i e n t  i n c l u s i o n  o f  the  
j o b  knowledge  o f  incumbents  and s u p e r v i s o r s .  The R e p or t  
F i n d i n g s  g e n e r a l l y  h e l d  t h a t  the  p r e s e n t  c l a s s i f i c a t i o n  
system was as s o p h i s t i c a t e d ,  compared t o  o t h e r  s t a t e  
c l a s s i f i c a t i o n  s y s t e m s ,  as  i t s  s h o r t  l i f e  span w ou l d  
a l l o w .  The f i n d i n g s  d i d ,  h ow eve r ,  p o i n t  out  a d e f i n i t e  
need f o r  i mprovements  in m e t h o d o l o g y .
The second c l a s s i f i c a t i o n  i ssue  was w h e t h e r  the  
s t a t e ' s  g r i e v a n c e  p r o c e d u r e s  i n v o l v i n g  c l a s s i f i c a t i o n  
d i s p u t e s  ( h e a r d  by the  C l a s s i f i c a t i o n  B u r e a u ,  the  
Pe rs onne l  D i v i s i o n ,  and the  Board o f  P e rs o nn e l  A p p e a l s )  
c o u l d  a d e q u a t e l y  s e r v e  the needs o f  t he  empl oyee s  and 
ma na ge r s .  The m i n u t e s  o f  the Co mm is s i o n ' s  m e e t i n g s  
showed t h i s  a r e a  o f  con cer n  was an i m p o r t a n t  aspect ,  o f  
the  c r i t i q u e  o f  the  p r e s e n t  c l a s s i f i c a t i o n  s y s t e m .  A t  
the t ime o f  the c r e a t i o n  o f  the  C l a s s  S p e c i f i c a t i o n s  ( t h e  
p r i m a r y  s t a n d a r d s  o f  e v a l u a t i o n  used in the  F a c t o r  
Compar ison M e t h o d ) ,  the p r e s s u r e  o f  t ime  l i m i t s  r e q u i r e d  
the  w r i t i n g  o f  1500 c l a s s  s p e c i f i c a t i o n s  by 6 s t a f f
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members in the space o f  8 w eeks .  A p p e a l s  o f  
c l a s s i f i c a t i o n  d e c i s i o n s  began i m m e d i a t e l y  a f t e r  
i m p l e m e n t a t i o n  o f  the  new sys t e m,  and d e f e n s e  of  
c l a s s i f i c a t i o n  d e c i s i o n s  b e f o r e  the Board o f  Pe r sonne l  
A p p e a l s  u s i n g  the h u r r i e d l y  c o n s t r u c t e d  c l a s s  
s p e c i f i c a t i o n s  was v e r y  d i f f i c u l t .
A f t e r  s e v e r a l  m e e t i n g s  d u r i n g  which  r e p o r t s  
c o n c e r n i n g  c l a s s i f i c a t i o n  i s s u e s  were p r e s e n t e d ,  
i n c l u d i n g  a summary o f  t e s t i m o n y  r e c e i v e d  d u r i n g  an 
e v e n i n g  p u b l i c  h e a r i n g ,  the Commission began a r e v i e w  o f  
the  p r e s e n t  sys tem based on a d v i c e  f ro m a c o n s u l t a t i o n  
team o f  t h r e e  c l a s s i f i c a t i o n  and c om pe ns a t io n  e x p e r t s .
The c on s u1 t a t i o n  team a l s o  p r e s e n t e d  f e a s i b i l i t y  s t u d i e s  
of  the  a p p l i c a t i o n  o f  the Hay and F e d e r a l  F a c t o r  
E v a l u a t i o n  System m e t h o d o l o g i e s  t o  the Montana  
c l a s s i f i c a t i o n  sys t e m.
S o l u t i o n s  t o  the  p r ob l em s  w i t h  the  p r e s e n t  
c l a s s i f i c a t i o n  sys tem were  n a r r o w e d  t o  t h r e e  o p t i o n s :  
co mp l e t e  r e p l a c e m e n t  o f  the p r e s e n t  sys tem w i t h  a n o t h e r  
met hod ,  k e e p i n g  the p r e s e n t  method and c o n t i n u i n g  p l a n n e d  
improvement s ,  or  m o d i f y i n g  the p r e s e n t  m e t h o d o l o g y  w i t h  
t e c h n i q u e s  bor rowed  f r o m o t h e r  m e t h o d o l o g i e s  (McEwen,  
P o s i t i o n  C l a s s i f i c a t i o n  1 9 ) .  These t h r e e  o p t i o n s  had  
a d v a n t a g e s  and d i s a d v a n t a g e s .
The f i r s t  o p t i o n ,  t o  r e p l a c e  the c u r r e n t  sys tem w i t h
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a p r e - e x i s t i r o , q u a n t i t a t i v e  m e t h o do l o gy  < the Hay and  
F e d e r a l  F a c t o r  E v a l u a t i o n  System m e t h o d o l o g i e s  were the  
two most  t h o r o u g h l y  c o n s i d e r e d ) ,  wo u l d  o f f e r  the  
a d v a n t a g e s  o f  q u a n t i f i e d  m e t h o d o l o g i e s  and e x p e r t s  
a v a i l a b l e  f o r  c o n s u l t a t i o n .  T h i s  o p t i o n ,  h o w e v e r ,  c o u l d  
have a h i g h  a c q u i s i t i o n  c o s t  i f  p u r c h a s e d  f ro m a 
p r o f e s s i o n a l  c o n s u l t a n t  and would  n e g a t e  any l e v e l  o f  
a c c e p t a n c e  by managers  and empl oyees  a l r e a d y  a t t a i n e d  by 
the  c u r r e n t  s y s t e m .  I t  wo u l d  a l s o  p r o b a b l y  r e s u l t  in a 
s i g n i f i c a n t  r e a l i g n m e n t  o f  p o s i t i o n  r a n k i n g s ,  w h ic h  wo u l d  
r e s u l t  in d i s r u p t i o n  o f  pay g r ade  r e l a t i o n s h i p s  and  
p o s s i b l y  h i g h e r  p a y r o l l  c o s t s .
The second o p t i o n ,  t o  m a i n t a i n  the c u r r e n t  system  
and pursue  e f f o r t s  t o  improve i t ,  w ou l d  p r e s e r v e  the work  
done t o  d a t e  t o  improve the F a c t o r  E v a l u a t i o n  M et h o d .
The c u r r e n t  system i s  a l s o  f l e x i b l e  in i t s  a p p l i c a t i o n  t o  
the  c h a n g i n g  needs  and w i de  v a r i e t y  o f  p o s i t i o n s  f o u nd  in 
a s t a t e - w i d e  p e r s o n n e l  sys tem Q u a n t i t a t i v e  m e t h o d o l o g i e s  
have o f t e n  been acc used  o f  b e i n g  t o o  i n f l e x i b l e ) .  The 
p r e s e n t  sys tem has a l s o  g a i n e d  c o n s i d e r a b l e  a c c e p t a n c e  
t hr ough  s e v e r a l  y e a r s  o f  c h a l l e n g e s  t h r ough  the  
c l a s s i f i c a t i o n  a p p e a l s  p r o c e s s  and t h r ough  n e g o t i a t e d  
m o d i f i c a t i o n s .  M a i n t a i n i n g  the  c u r r e n t  sys tem wo u l d  
c e r t a i n l y  be the l e a s t  e x p e n s i v e  and l e a s t  d i s r u p t i v e  
o p t i o n .  However ,  t h i s  o p t i o n  w ou l d  no t  g a i n  the
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p e r c e i v e d  c l a r i t y  o f  method ( a  s i m p l e  a d d i t i o n  o f  
a s s i g n e d  p o i n t s )  and the  r e s u l t i n g  i n c r e a s e d  
d e f e n s i b i 1 i t y  o f f e r e d  by q u a n t i f i e d  m e t h o d o l o g i e s .  T h i s  
o p t i o n  wo u l d  a l s o  not  answer  the  c o n c e r n s  o f  a l a r g e  
number o f  managers  and empl oyees  who f e e l  the  p r e s e n t  
system needs m a j o r  m o d i f i c a t i o n .
The t h i r d  o p t i o n ,  the  one chosen by the S t udy  
Commission,  was t o  make m a j o r  m o d i f i c a t i o n s  t o  the  
e x i s t i n g  sys tem by i n c o r p o r a t i n g  i n t o  the F a c t o r  
E v a l u a t i o n  Method t e c h n i q u e s  and t h e o r i e s  of  q u a n t i t a t i v e  
sys tems such as Hay and the  F e d e r a l  F a c t o r  E v a l u a t i o n  
System.  T h i s  o p t i o n  o f f e r e d  the  a d v a n t a g e s  o f  a 
q u a n t i t a t i v e  m e t h o d o l o g y  w h i l e  p r e s e r v i n g  the b e s t  
f e a t u r e s  o f  the  c u r r e n t  q u a l i t a t i v e  s y s t e m .  E x i s t i n g  
s t a f f  c o u l d  be used f o r  t h i s  o p t i o n ,  a l b e i t  w i t h  
c o n s i d e r a b l e  c o s t  in s t a f f  t i m e .  I t  wo u l d  be d i f f i c u l t ,  
h ow e v e r ,  t o  c a l l  on the  a d v i c e  o f  p r o f e s s i o n a l  
c o n s u l t a n t s  S i n c e  t h e r e  wo u l d  be no " e x p e r t s "  on such a 
u n i q u e  m e t h o d o l o g y .  A l s o ,  an i n - h o u s e  d e v e l o p e d  
m e t h o d o l o g y  wo u l d  n o t  be a b l e  t o  c l a i m  the l e g i t i m a c y  o f  
a t e s t e d  and proven  s u c c e s s f u l  o u t s i d e  sy s te m.
The s p e c i f i c s  o f  t he  recommendat ion  i n c l u d e d  the  
a d v i c e  t h a t  the  enhancement  measur es  be phased in o v e r  a 
p e r i o d  o f  two and o n e - h a l f  y e a r s ,  and t h a t  the  
enhancement  b u i l d  on the b es t  f e a t u r e s  o f  t he  c u r r e n t
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system w h i 1e i n c o r p o r a t i n g  the b e s t  - f e a t u r e s  o-f 
quan t i-f i c a t  i on t e c h n i q u e s  found in the Hay and F e d e r a l  
F a c t o r  E v a l u a t i o n  s ys t e m s .  S p e c i f i c  r e c om me nda t ions  a l s o  
i n c l u d e d :  s e p a r a t e  b u t  c o o r d i n a t e d  p o i n t  f a c t o r i n g  
sys tems f o r  m a j o r  o c c u p a t i o n  gr oup s  t o  meet  b e t t e r  the  
needs o f  each g r o u p ,  the  use o f  c l a s s i f i c a t i o n  a d v i s o r y  
c o m m i t t e e s  f o r  each o c c u p a t i o n a l  g r o u p ,  d e l e g a t i o n  o f  
p o s i t i o n  c l a s s i f i c a t i o n  a u t h o r i t y  t o  a g e n c i e s  
d e m o n s t r a t i n g  the  c a p a c i t y  t o  e x e r c i s e  the a u t h o r i t y ,  and 
i m p l e m e n t a t i o n  o f  t h e s e  enhancement  meas ur es  u s i n g  
e x i s t i n g  s t a f f  <PLRSC 2 1 ) .
The 1983 Comparable  Wor th  Act
S h o r t l y  a f t e r  p u b l i c a t i o n  o f  the F i n a l  R e p o r t  o f  t he  
G o v e r n o r ' s  Pe r sonne l  and Labor  R e l a t i o n s  S t u d y  Commission  
<PLRC) ,  c o n t a i n i n g  the  Co mm is s i o n ' s  r e com me nda t ions  f o r  
m o d i f y i n g  t he  S t a t e ' s  j o b  e v a l u a t i o n  m e t h o d o l o g y ,  the  
Mont ana  S t a t e  L e g i s l a t u r e  passed 2 - 1 8 - 2 0 8 ,  M . C . A . , 
r e q u i r i n g  t h a t  a s t a n d a r d  o f  compa ra b l e  w o r t h  be 
e s t a b l i s h e d  f o r  the  S t a t e ' s  p e r s o n n e l  s y s t e m .  
S p e c i f i c a l l y ,  the A c t ' s  r e q u i r e m e n t s  were  t h a t :  "The 
D e p a r tm e nt  o f  A d m i n i s t r a t i o n  s h a l l ,  in i t s  c o n t i n u o u s  
e f f o r t s  t o  enhance the  c u r r e n t  c l a s s i f i c a t i o n  p l a n  and  
pay s c h e d u l e s ,  work t o wa r d  the goal  o f  e s t a b l i s h i n g  a 
s t a n d a r d  o f  equal  pay f o r  comparab le  w o r t h . "  S u g g e s t i o n s
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in the Ac t  f o r  r e a c h i n g  t h i s  goal  i n c l u d e d  e l i m i n a t i n g  
any sex based b i a s  i n h e r e n t  in the  s t a t e  s y s t e m ' s  j o b  
e v a l u a t i o n  f a c t o r s  and a p p l y i n g  t hose  f a c t o r s  a c r o s s  
o c c u p a t i o n a l  g roup s  when t hose  gr oups  a r e  d o m i n a t e d  by 
m a l e s  or  f e m a l e s .  < 2 - 1 8 - 2 0 8 ,  l i . C . A . )
T h i s  new c om pa ra b l e  w o r t h  s t a n d a r d  caused  b a s i c  
changes in the  g o a l s  t o  be met  in i mp r o v i n g  the S t a t e ' s  
j o b  e v a l u a t i o n  s y s te m .  F i r s t , i t  e s t a b l i s h e d  the  need f o r  
a f u n d a m e n t a l l y  new m e t h o d o l o g y  f o r  the S t a t e  as  opposed  
t o  c o n t i n u e d  improvement  o f  the  e x i s t i n g  met hod.
Removing sex b i a s e s ,  f o r  e x a m p l e ,  wo u l d  p r o b a b l y  r e s u l t  
in m a j o r  changes t o  the  e x i s t i n g  f a c t o r s  and f a c t o r  
w e i g h t s  c a u s i n g  f u n da m en t a l  changes t o  the  s y s t e m .
Second,  a new sys tem c o u l d  no t  be b u i l t  a r oun d  the  
c on c e p t  o f  s e p a r a t e  or  a d j u s t e d  p l a n s  f o r  m a j o r  
o c c u p a t i o n a l  gr oups  as recommended by the S t ud y  
Commission (McEwen,  i n t e r v i e w ) .  P r i o r  t o  the  c om pa ra b l e  
w o r t h  movement ,  c o n v e n t i o n a l  j o b  c l a s s i f i c a t i o n  wisdom 
s u g g e s t e d  t h a t  t h e r e  s h o u l d  be s e p a r a t e  c l a s s i f i c a t i o n  
and pay p l a n s  f o r  each m a j o r  o c c u p a t i o n a l  c a t e g o r y  
because o f  the  d i s s i m i l a r i t y  in l e v e l s  o f  i m p o r t a n c e  o f  
v a r i o u s  compensable  f a c t o r s  between t y p i c a l  p u b l i c  s e c t o r  
p o s i t i o n s  ( S u s k i n ,  1 3 2 ) .  Comparable  w o r t h  s t a n d a r d  
a d v o c a t e s  w e r e ,  h ow eve r ,  b e i n g  v e r y  s p e c i f i c  about  t he  
f a c t  t h a t  a s i n g l e  e v a l u a t i o n  p l a n  s h o u l d  be used w i t h  a
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s i n g l e  s e t  o f  compe nsa t io n  - f a c t o r s  a p p l i e d  u n i v e r s a l l y  
a c r o s s  a l l  o c c u p a t i o n a l  c a t e g o r i e s  in an o r g a n i z a t i o n .
The N a t i o n a l  Academy o f  S c i e n c e  s t u d y  o f  the compa ra b l e  
w o r t h  i s sue  p o i n t e d  out  t h a t :  “When m u l t i p l e  p l a n s  a r e  
us e d ,  i t  i s  d i f f i c u l t  t o  compare j o b s  a c r o s s  s e c t o r s  of  
the  f i r m .  . . . The i n a b i l i t y  t o  compare j o b s  a c r o s s  
s e c t o r s  makes an assessment  o f  the p o s s i b i l i t y  o f  wage 
d i s c r i m i n a t i o n  v e r y  d i f f i c u l t . "  ( S t e i n b e r g ,  104)
T h i r d ,  m e e t i n g  the comparab le  w o r t h  s t a n d a r d  
a p p e a r e d  t o  c a l 1 f o r  an a pr  i or  i approach  t o  
de ve l opment  o f  the  new sys t e m.  T h e r e  a r e  two ap p ro a ch es  
to  e s t a b l i s h i n g  compensable  f a c t o r s  f o r  j o b  w o r t h  
a n a l y s i s :  a pr  i or  i and p o l i c y  c a p t u r i n g .  When u s i n g  
the  a or  i or  i t e c h n i q u e  o f  e s t a b l i s h i n g  j o b  w o r t h  
v a l u e s ,  n o t h i n g  abo ut  the p o s i t i o n  r a n k i n g  r e s u l t s  i s  
assumed.  Compensable f a c t o r s  a r e  chosen as t o  t h e i r  
u n i v e r s a l  l e g i t i m a c y  and the  p o s i t i o n s  a r e  then e v a l u a t e d  
by t hose  u n i v e r s a l  f a c t o r s .  I n  c o n t r a s t ,  when u s i n g  a 
p o l i c y  c a p t u r i n g  a p p r o a c h ,  compensable  f a c t o r s  a r e  chosen  
based on the  c u r r e n t  p o s i t i o n  r a n k i n g  in an 
o r g a n i z a t i o n .  The t e c h n i q u e  " s e l e c t s  f a c t o r s  and w e i g h t s  
them so as t o  r e p l i c a t e  the  f i r m ' s  e x i s t i n g  pay
I
s t r u c t u r e "  ( G o l d  4 2 ) .  The p o l i c y  c a p t u r i n g  t e c h n i q u e  of  
d e t e r m i n i n g  j o b  w o r t h  v a l u e s  was not  f a v o r e d  by 
com pa r ab l e  w o r t h  a d v o c a t e s  because t h e y  f e l t  i t
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p e r p e t u a t e d  the b i a s  o f  e x i s t i n g  sys te ms .
F o u r t h ,  t o  enhance the  1 eg i t i macy o f  t he  a or  i o r  i 
approach ( s e l e c t i o n  o-f - f a c t o r s  p r i o r  t o  e v a l u a t i n g  the  
p o s i t i o n s ) ,  those  - f a c t o r s  wo u l d  be s e l e c t e d  t h r o ug h  a 
p r o c e s s  i n v o l v i n g  the c r e a t i o n  o-f an a d v i s o r y  c o m m i t t e e .  
As the P r o j e c t  D i r e c t o r  p o i n t e d  o u t :  “ I-f the  
c l a s s i f i c a t i o n  enhancement  p r o j e c t  i s  t o  e n j o y  the  
a c c e p t a b i l i t y  d e s i r e d ,  i t  i s  n e c e s s a r y  t o  promote  
ad e qu a t e  i n p u t  and p a r t i c i p a t i o n  by gr oup s  w i t h  
i d e n t i f i a b l y  d i s t i n c t  i n t e r e s t s  such as l a b o r ,  management  
and women, p a r t i c u l a r l y  on the v a l u e  l a de n  d e c i s i o n s  —  
s e l e c t i o n  o f  compensable  f a c t o r s  and w e i g h t s "  ( Br own,  
6 / 1 7 / 8 5  Memo 1 1 ) .  T h i s  t ype  o f  i n c l u s i o n  o f  i n t e r e s t  
group c o n c e r n s  was c o n s i d e r e d  i m p o r t a n t  t o  c om pa ra b l e  
w o r t h  a d v o c a t e s  in o r d e r  t o  e ns ur e  a s t r o n g  v o i c e  f o r  
those c o n c e r n s .
C h a p t e r  T h r e e  
The C l a s s i f i c a t i o n  Enhancement  P r o j e c t
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T a k i n g  i t s  cues f ro m both  the  S t ud y  Commi ss i on ' s 
r e com me nda t ions  and the s t a n d a r d  s e t  by the new 
c om pa ra b l e  w o r t h  l e g i s l a t i o n ,  the s t a f f  o f  the  P e rs o nn e l  
D i v i s i o n  d e v e l o p e d  a p l a n  f o r  m o d i f y i n g  t he  s t a t e ' s  j o b  
e v a l u a t i o n  and c l a s s i f i c a t i o n  s y s te m .  The p l a n  was 
c a l l e d  the  "Montana Job C l a s s i f i c a t i o n  Enhancement  
P r o j e c t " .  E x i s t i n g  s t a f f  members o f  the  C l a s s i f i c a t i o n  
Bureau were  d e s i g n a t e d  the  P r o j e c t ' s  d ev e l o p m e n t  team.
The p r o j e c t  team was c o m p r i s e d  o f  Joyce Brown,  D i r e c t o r ,  
and E r i c  T r i m b l e ,  C l a s s i f i c a t i o n  A n a l y s t ,  and l a t e r ,  the  
Job C l a s s i f i c a t i o n  A d v i s o r y  Commission and j o b  r a n k i n g  
pane 1 i s t s .
A l t h o u g h  m e e t i n g  t he  s t a n d a r d  o f  c o m pa r a b l e  w o r t h  
was the  m a j o r  c o n t r o l l i n g  o b j e c t i v e  in d e t e r m i n i n g  the  
t ype  and f or m o f  j o b  e v a l u a t i o n  m e t h o d o l o g y  the  Pe r sonne l  
D i v i s i o n  t h ou g h t  s h o u l d  be d e v e l o p e d  by the  P r o j e c t ,  
t h e r e  were  a l s o  o t h e r  i m p o r t a n t  t e c h n i c a l  and  
a d m i n i s t r a t i v e  g o a l s  t o  be r e a l i z e d .  T e c h n i c a l l y  the  
P r o j e c t  was t o  c r e a t e  a m o d i f i c a t i o n  o f  t he  e x i s t i n g  
e v a l u a t i o n  m e t h o d o l o g y  and system whi ch  w o u l d  have  
c l e a r l y  d e f i n e d  j o b  e v a l u a t i o n  c r i t e r i a  and p r o c e d u r e s  t o  
improve r e l i a b i l i t y  o f  a n a l y s t  d e c i s i o n s  as w e l l  as  
employee u n d e r s t a n d i n g  and a c c e p t a n c e  o f  those  
d e c i s i o n s .  A d m i n i s t r a t i v e l y ,  the m o d i f i e d  method s h o u l d
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p r o v i d e  e a s i e r ,  and t h e r e f o r e  q u i c k e r ,  r e s p o n s e s  t o  
r e q u e s t s  f o r  p o s i t i o n  c l a s s i f i c a t i o n  or  r e c l a s s i f i c a t i o n ,  
w hi ch  s h o u l d  a l s o  mean l e s s  system m a i n t e n a n c e  p r ob l em s  
and q u i c k e r  p r o c e s s i n g  o f  a p p e a l s .  ( Brown,  B r i e f i n g  Paper
1 )
The Proposed Enhanced M e t h o d o l o g y
Based on f i v e  months o f  r e s e a r c h i n g  the  q u a n t i t a t i v e  
m e t h o d o l o g i e s  a v a i l a b l e  as m o d e l s ,  the P r o j e c t  s t a f f  
chose the F a c t o r  E v a l u a t i o n  Benchmark Method d e v e l o p e d  by 
the  O l i v e r  Commission as the  model  t o  be u s e d .  I t s  
p e r c e i v e d  a d v a n t a g e s  were  t h a t  i t  was d e v e l o p e d  by p u b l i c  
s e c t o r  p e r s o n n e l  s p e c i a l i s t s  f o r  p u b l i c  s e c t o r  p e r s o n n e l  
s ys t e m s ,  i t  had been or  was b e i n g  s u c c e s s f u l l y  
i mp lemented  in the  U . S .  C i v i l  S e r v i c e  and s e v e r a l  s t a t e  
p e r so n ne l  s y s t e m s ,  and i t  was f l e x i b l e  enough in b a s i c  
d e s i g n  t o  be m o d i f i e d  f o r  M o n t a n a ' s  use .
In p a r t i c u l a r  t he  P r o j e c t  s t a f f  p r opo sed  an 
a d a p t a t i o n  o f  the  v e r s i o n  o f  t he  F a c t o r  R a n k i n g  Benchmark  
Method used by the  U . S .  C i v i l  S e r v i c e ,  the F e d e r a l  F a c t o r  
E v a l u a t i o n  System ( F E S ) .  The FES uses p o i n t  v a l u e s  
a s s i g n e d  t o  t he  d e g re e  l e v e l  d e s c r i p t i o n s  o f  f i v e  or  more 
u n i v e r s a l ,  compensable  f a c t o r s .  These f a c t o r s ,  t h e i r  
d eg re e  l e v e l s  and the  p o i n t s  a s s i g n e d  a r e  c o n t a i n e d  in an 
e v a l u a t i o n  Guide C h a r t .  A p o s i t i o n  i s  e v a l u a t e d  by  
m a t c h i n g  the  p o s i t i o n ' s  f a c t o r  d eg re e  l e v e l  d e s c r i p t i o n s
( a s  -found in the  P o s i t i o n  D e s c r i p t i o n )  t o  the  - f ac t or
deg re e  l e v e l  d e s c r i p t i o n s  on the Guide c h a r t .  The sum o-f
the Guide c h a r t ' s  p o i n t  v a l u e s  f o r  the mat ched  f a c t o r  
d e g re e  l e v e l s  d e t e r m i n e s  the  p o s i t i o n ' s  c l a s s i f i c a t i o n  
r a n k i n g .  The a s s i gn m en t  o f  p o i n t s  t o  the  i n d i v i d u a l  
f a c t o r s  and t h e i r  d eg r e e  l e v e l s  depends on the  w e i g h t s  
a s s i g n e d  t o  each o f  the  f a c t o r s  and t h e i r  d eg re e  l e v e l s .  
W e i g h t i n g  a l l o w s  the  r e c o g n i t i o n  o f  one f a c t o r ' s  
i mp or tan ce  over  a n o t h e r ' s ,  and makes a s i g n i f i c a n t  
d i f f e r e n c e  in j o b  r a n k i n g  r e s u l t s .
The FES,  as a w i d e l y  a c c e p t e d  model  o f  a 
s t a t e - o f - t h e - a r t ,  q u a n t i f i e d  m e t h o d o l o g y ,  o f f e r e d  
e x c e l l e n t  p o t e n t i a l  f o r  e n h a n c i n g  M o n t a n a ' s  
c l a s s i f i c a t i o n  s y s te m .  I t  f e a t u r e d  c a r e f u l l y  d e f i n e d  
f a c t o r s  and f a c t o r  d eg r ee  l e v e l s ,  p o i n t  based  r a n k i n g ,  
benchmark p o s i t i o n s  f o r  c o n s i s t e n c y ,  and s y s t e m a t i c  
a p p l i c a t i o n  p r o c e d u r e s  wh ich  a r e  more e a s i l y  f o l l o w e d  and 
u n d e r s t o o d  by n o n - e x p e r t s .  In  a Ju n e ,  1983  memo t o  the  
P e rs onne l  D i v i s i o n  A d m i n i s t r a t o r ,  D e n n i s  T a y l o r ,  Brown 
d e s c r i b e d  the b a s i c  c o n s t r u c t i o n  and m e t h o d o l o g y  o f  the  
pr oposed  m o d i f i c a t i o n  t o  the e v a l u a t i o n  sys tem as model ed  
on the  FES sys tem:
1.  A s i n o l e  m e t h o do l o gy  (one s e t  o f  
c l a s s i f i c a t i o n  c r i t e r i a )  f o r  a l l  s t a t e  j o b s .
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W o r k i n g  t o wa rd  a s t a n d a r d  o f  equal  p a y ,  n o t  • 
o n l y  f o r  equal  j o b s ,  but  j o b s  o f  com oa r ab l e  
v a l u e  as r e q u i r e d  by . . . C 2 - 1 8 - 2 0 8 ,  M . C . A . ]
r e q u i r e s  a c l a s s i f i c a t i o n  sys tem c a p a b l e  o f  
d e t e r m i n i n g  the  r e l a t i v e  v a l u e  o f  d i s s i m i l a r  
j o b s . . . .
2 .  A q u a n t i t a t i v e  f a c t o r  e v a l u a t i o n  or  f a c t o r  
r a n k i n o  benchmark e v a l u a t i o n  m e t h o d o l o g y  or  
v a r i a t i o n  t h e r e o f .
T h i s  m et h o do l o g y  g e n e r a l l y  i n v o l v e s :  <a> 
d e c i d i n g  what  a s p e c t s  o f  s t a t e  j o b s  s h o u l d  
d e t e r m i n e  t h e i r  l e v e l  o f  c ompe nsa t io n  ( d e c i d i n g  
on u n i v e r s a l  compensable  j o b  f a c t o r s  and what  
w e i g h t  each s h o u l d  c a r r y  in d e t e r m i n i n g  l e v e l  
o f  compensa-  t i o n ) ;  ( b )  d e t e r m i n i n g  how many 
l e v e l s  o f  each f a c t o r  can be d i s t i n g u i s h e d  in 
the  e n t i r e  r a nge  o f  s t a t e  j o b s  and e s t a b l i s h i n g  
an a p p r o p r i a t e  r a t i n g  s c a l e  t o  measure  the  
l e v e l  o f  each f a c t o r  and w e i g h t  i t  
a p p r o p r i a t e  1y ; ( c )  d e v e l o p i n g  a c o n v e r s i o n  
t a b l e  wh i ch  i n d i c a t e s  the  o v e r a l l  s k i l l  l e v e l  
( g r a d e )  o f  j o b s  w i t h  any g i v e n  t o t a l  r a t i n g ;
( d )  r a t i n g  each f a c t o r  o f  a s e t  o f  benchmark
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j o b s  wh ich  r e p r e s e n t  common, t y p i c a l  j o b s  f ound  
t h r o u g h o u t  the s t a t e  system t o  p r o v i d e  gu i da nc e  
on t he  a p p r o p r i a t e  use o f  the  r a t i n g  s c a l e s ;
<e> f o r  each s t a t e  j o b ,  c o l l e c t i n g  i n f o r m a t i o n  
on each f a c t o r ;  and <f> r a t i n g  each f a c t o r  o f  
each j o b  u s i n g  the r a t i n g  s c a l e  and benchmarks  
and d e t e r m i n i n g  the o v e r a l l  s k i l l  l e v e l  u s i n g  
the  c o n v e r s i o n  t a b l e .
T h i s  m e t h o d o l o g y  i s  g e n e r a l l y  r e g a r d e d  as the  
b e s t  f o r  a c h i e v i n g  the g o a l s  o f  o b j e c t i v i t y ,  
r e l i a b i 1 i t y ,  u n d e r s t a n d a b i 1 i t y ,  a c c e p t a b i 1 i t y  
and d e f e n s i b i 1 i t y . . . . ( Br own ,  Memo 5 - 6 )  
D e v e l o p i n g  the  Enhanced M et h o d o l o o y
W i t h  the  p r opo sed  m e t h o do l o gy  m o d i f i c a t i o n  mode l ed  
c l o s e l y  on the  FES,  the  P r o j e c t  s t a f f  chose t o  f o l l o w  the  
b a s i c  p a t t e r n  o f  the  d e v e l o p m e n t a l  p r o c e d u r e  used by the  
F e d e r a l  government  in c r e a t i n g  and i m p l e m e n t i n g  the FES 
s y s te m .  M o n t a n a ' s  a d a p t a t i o n  o f  t h i s  d e v e l o p m e n t a l  
p r o c e d u r e  c o m p r i s e d  e i g h t  b a s i c  s t e p s .
The f i r s t  s t e p  in d e v e l o p i n g  the enhanced  
m e t h o d o l o g y  was the  s e l e c t i o n  o f  a t e n t a t i v e  s e t  o f  
compensable  f a c t o r s .  The P r o j e c t  team,  w i t h  a s s i s t a n c e  
f rom the P e rs o nn e l  D i v i s i o n  and S t a t e  agency  managers  and 
d e p a r t m e n t  d i r e c t o r s ,  r e v i e w e d  a s u r v e y  o f  j o b  w o r t h
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f a c t o r s  c o l l e c t e d  -from a v a r i e t y  o f  q u a n t i t a t i v e  
s ys t e ms .  Through s e v e r a l  m e e t i n g s ,  the P r o j e c t  team 
r e a c h e d  consensus  on j o b  w o r t h  f a c t o r s  wh i ch  t h e y  
c o n s i d e r e d  t y p i c a l  o f  those  f o un d  in p o p u l a r  s ys t e m s .  
( Br own ,  Phone I n t e r v i e w )
An i m p o r t a n t  c o n s i d e r a t i o n  in t h e i r  c h o i c e  was t o  
choose those  f a c t o r s  wh ich  wo u l d  i n v o l v e  the l e a s t  amount  
o f  o v e r l a p  between f a c t o r s .  More s p e c i f i c  t e c h n i c a l  
r e q u i r e m e n t s  t o  be met  by t he  f a c t o r s  chosen w e r e :  ( 1 )  
t h a t  the  f a c t o r s  and w e i g h t s  no t  u n n e c es s ar  i 1y d e v i a t e  
f ro m those  p r e s e n t l y  in use in o r d e r  t o  a v o i d  
u n n e c e s s a r y  d i s r u p t i o n ,  c o s t  and d e l a y ;  ( 2 )  t h a t  the  
f a c t o r s  be l i m i t e d  t o  a w o r k a b l e  number;  ( 3 )  t h a t  t h e y  
o p e r a t e  r e l a t i v e l y  i n d e p e n d e n t l y  o f  each o t h e r ;  ( 4 )  t h a t  
t h e y  be c l e a r l y  d e f i n a b l e  and m e a s u r a b l e ;  and ( 5 )  t h a t  
t h e y  o p e r a t e  t o  d i s t i n g u i s h  between j o b s  ( Brown,  Memo t o  
T a y l o r  -  6 / 1 7 / 8 3 ,  6 ) .  M o n t a n a ' s  f a c t o r s  w o u ld  a l s o  be 
d e s i g n e d  t o  e l i m i n a t e  gender  and o t h e r  b i a s e s  in the  
e v a l u a t i o n  p r o c e s s ,  be s p e c i f i c  enough t o  d e s c r i b e  c l e a r  
d i f f e r e n c e s  in j o b  w o r t h ,  and y e t  be u n i v e r s a l  enough t o  
be a p p l i e d  a c r o s s  the  s pe c t r u m  o f  s t a t e  p o s i t i o n s .  The  
f o l l o w i n g  a r e  the  f a c t o r s  chosen and t h e i r  s u b f a c t o r s :
I .  C o m p l e x i t y  ( m e n t a l  e f f o r t )
I I .  P h y s i c a l  E f f o r t
I I I .  Knowledges and S k i l l s
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a .  O c c u p a t i o n a l  ( t e c h n i c a l )  Knowledge
b.  S u p e r v i s o r y / M a n a g e r i a l  Knowledge
I V .  Human R e l a t i o n s  S k i l l s
a .  N a t u r e  o-f P e r s on a l  C o n t a c t s
b.  F r e q u e nc y  o-f Pe r so na l  C o n t a c t s
V .  Work I mpact  R e s p o n s i b i l i t y
a .  N a t u r e  o-f R e s p o n s i b i l i t y  -for I mpact
b.  N a t u r e  o f  Impact
c .  Consequences o f  E r r o r
( i n c l u d i n g  consequences  t o  p r o p e r t y  
and c o - w o r k e r  s a f e t y )
V I .  W o r k i n g  C o n d i t i o n  H a r d s h i p s
a .  P h y s i c a l  h a r d s h i p s
b.  Work Sc hedu l e  H a r d s h i p s
V I I .  W o r k i n g  C o n d i t i o n  H a z a r d s
a .  S e v e r i t y  o f  P o s s i b l e  I n j u r y
b.  P r o b a b i l i t y  o f  I n j u r y
( Br own,  Pe r so na l  I n t e r v i e w )
The P r o j e c t  s t a f f  n o t e d  t h a t  the m a j o r  d i f f e r e n c e  
among q u a n t i t a t i v e  m e t h o d o l o g i e s  l i e  no t  in t he  c h o i c e  of  
compensable  f a c t o r s  ( wh i c h  were  n e a r l y  u n i f o r m  a c r o s s  
d i f f e r e n t  s ys t e ms )  bu t  r a t h e r  in f a c t o r  and s u b f a c t o r  
d e f i n i t i o n  t e r m i n o l o g y  and the w e i g h t s  g i v e n  to  
i n d i v i d u a l  f a c t o r s .  C h o i c e s  made in t h e s e  v a r i a t i o n s ,  
t h e y  n o t e d ,  were  f a r  more v a l u e  l aden  than t he  a c t u a l
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c h o i c e  o-f the  - f a c t o r s .  (Brown and T r i m b l e ,  P r o c e d u r a l  
S t e p s  5 )
The second s t e p  o-f the  p r o c e d u r e  was the c h o i c e  o-f 
benchmark j o b s  -from the s t a t e / s p e r s o n n e l  s y s t e m .  The  
purpose  o-f c h o o s i n g  benchmark p o s i t i o n s  was “ t o  p r o v i d e  
d e s c r i p t i o n s  o-f j o b s  wh ich  can be w h o l e - j o b  r a n k e d  and  
r a n k e d  by f a c t o r s  t o  a s s i s t  in the  de v e l o pm en t  o f  a 
s e r i e s  o f  f a c t o r  deg re e  l e v e l  d e f i n i t i o n s  wh ich  d e s c r i b e  
d i s c r e t e  l e v e l s  o f  each f a c t o r ,  f ro m l o w e s t  t o  the  
h i g h e s t  l e v e l "  (Brown and T r i m b l e ,  P r o c e d u r a l  S t e p s  5 ) .
The c r i t e r i a  f o r  s e l e c t i n g  the  j o b s  w e r e :  t h a t  t h e y  
r e p r e s e n t  the p o t e n t i a l l y  l o w e s t  th r ough  the h i g h e s t  
d eg re e  l e v e l s  o f  each o f  t he  compensable  f a c t o r s ;  t h a t  
t h e y  r e p r e s e n t  the  p r i n c i p a l  t y p e s  ( c l a s s  s e r i e s )  and  
c l a s s  l e v e l s  o f  j o b s  in the  s t a t e ' s  p e r s o n n e l  s ys te m;  
t h a t  t h e y  i n c l u d e  the  common j o b s  in a l l  o c c u p a t i o n a l  
s e r i e s  and w o u l d ,  t h e r e f o r e ,  be o c c u p i e d  by a s i g n i f i c a n t  
number o f  emp l oyee s;  and ,  f i n a l l y ,  t h a t  t h e y  be 
a c c u r a t e l y  d e f i n e d  j o b s .  The P r o j e c t  s t a f f  chose 140 
benchmark j o b s  as b e i n g  a r e p r e s e n  t a t i v e  sample a c r o s s  
c l a s s  s e r i e s  and l e v e l s .
The t h i r d  s t e p  o f  the p r o c e d u r e  was f o r  the  P r o j e c t  
s t a f f  and Pe rs onne l  D i v i s i o n  s t a f f  t o  w r i t e  d e t a i l e d  j o b  
d e s c r i p t i o n s  f o r  each o f  the  140 benchmark j o b s .  The j o b  
d e s c r i p t i o n s  c o n s i s t e d  o f  d e s c r i p t i o n s  o f  the  m a j o r ,
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r e g u l a r  and r e c u r r i n g  g o a l s  and w o r k e r  a c t i v i t i e s  o-f the  
j o b ,  i n c l u d i n g  s p e c i - f i c  d e s c r i p t i o n  o f  t h es e  e l e m e n t s  f o r  
each o f  the  t e n t a t i v e  s e t  o f  seven compensable  f a c t o r s .  
I n i t i a l l y ,  the  i n f o r m a t i o n  was o b t a i n e d  f ro m e x i s t i n g  
P o s i t i o n  D e s c r i p t i o n s  c o v e r i n g  t he  p a r t i c u l a r  j o b s ,  but  
t h i s  was f o l l o w e d  by s e n d i n g  j o b  d e s c r i p t i o n  
q u e s t i o n n a i r e s  t o  incumbent  empl oyees  and t h e i r  
s u p e r v i s o r s .  T h e i r  i n f o r m a t i o n  was t hen  i n c o r p o r a t e d  
i n t o  t he  f i n a l  Benchmark Job D e s c r i p t i o n s .
As the benchmark j o b s  were b e i n g  s e l e c t e d  and  
d e s c r i b e d ,  the  P r o j e c t  s t a f f  and the P e rs o nn e l  D i v i s i o n  
c r e a t e d  the Job C l a s s i f i c a t i o n  A d v i s o r y  Co u n c i l  and i t s  
a s s o c i a t e d  R a t i n g  P a n e l s .  The A d v i s o r y  Co u n c i l  was  
composed o f  14 members,  chosen by the  Pe r s o n n e l  D i v i s i o n  
( w i t h  n o m i n a t i o n s  f ro m s t a t e  a g e n c i e s ,  u n i o n s  and  
i n t e r e s t  g r o u p s )  t o  r e p r e s e n t  s t a t e  e m pl o y e e s ,  managers  
and t he  p r i v a t e  s e c t o r .  The f o u r  R a t i n g  P a n e l s  c o n s i s t e d  
of  t hese  14 A d v i s o r y  Co u nc i l  members p l u s  an a d d i t i o n a l  
30 i n d i v i d u a l s  chosen f r o m agency nominees t o  r e p r e s e n t  
"a c r o s s  s e c t i o n  o f  v a r i o u s  o c c u p a t i o n a l  g r o u p s ,  l a b o r ,  
management ,  women's g r oup s  and a gender  b a l a n c e "  ( Brown,  
B r i e f i n g  Paper  3 ) .
The f o u r t h  s t e p  o f  the  p r o c e d u r e  was the  who l e  j o b  
r a n k i n g  and f a c t o r  r a n k i n g  o f  the  140 benchmark p o s i t i o n s  
by the  R a t i n g  P a n e l s .  The 11 members o f  each Panel
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r e c e i v e d  two s e t s  o-f 17 j o b s ,  p l u s  a s e t  o f  4 c o n t r o l l i n g  
j o b s  ( t h e  same s e t  o f  4 c o n t r o l l i n g  j o b s  was g i v e n  t o  
e v e r y  P a n e l ) .  Then Panel  members i n d i v i d u a l l y  r a n k e d  
t h e i r  38 a s s i g n e d  j o b s  ( s e e  ap p en d i x  1 ) .  They  f i r s t  
r a n k e d  the  j o b s  by c om pa r i ng  the  j o b s  w h o l l y ,  one a g a i n s t  
the o t h e r .  They  then r a n k e d  the  j o b s  a g a i n s t  each o t h e r  
based on each o f  the  seven f a c t o r s .  These r a n k i n g s  were  
r e v i e w e d  and in some ca s es  a d j u s t e d  by the  P r o j e c t  s t a f f  
and the  14 members o f  the  A d v i s o r y  Co unc i l  ( m e e t i n g  
s e p a r a t e l y  f rom the  P a n e l s )  t o  c o r r e c t  o b v i o u s  t e c h n i c a l  
e r r o r s .  The f i n a l  r e s u l t  o f  t h i s  r a n k i n g  was a t o t a l  o f  
8 r an k  o r d e r s  o f  the  140 benchmark j o b s ,  one as a who l e  
j o b  c o m p a r i s o n ,  and one r a n k i n g  each f o r  the seven  
compensable  f a c t o r s .  The who l e  j o b  r a n k i n g  wo u l d  p r o v i d e  
a c r i t e r i o n  r a n k i n g  ( r e f e r e n c e  f o r  s t a t i s t i c a l  a n a l y s i s )  
w hi ch  c o u l d  be used t o  v a l i d a t e  t he  enhanced m e t h o d ' s  
g u i d e  c h a r t .
S t a t i s t i c a l  a n a l y s i s  „was employed t o  i n d i c a t e  the  
w e i g h t s  t o  be a s s i g n e d  each f a c t o r .  W e i g h t s  were  
a s s i g n e d  a c c o r d i n g  t o  s u b j e c t i v e  j u d g m e n t s  o f  how much of  
the  who le  r a n k i n g  was e x p l a i n e d  by each o f  the  f a c t o r  
r a n k i n g s .  The p r o po s ed  w e i g h t i n g s  were  p r e s e n t e d  t o  the  
Job C l a s s i f i c a t i o n  A d v i s o r y  Co u nc i l  (JCAC) f o r  r e v i e w ,  
and the  f i n a l  w e i g h t i n g s  were  d e t e r m i n e d  w i t h  the  adv i ce 
of  t hose  14 a d v i s o r s .  These  f i n a l  w e i g h t i n g s  w e r e :
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1.  Comp 1 ex i t y 25'/.
2 .  P h y s i c a l  E f f o r t 1%
3 .  Knowledges and S k i l l s 40*/.
4 .  Human R e l a t i o n s  S k i l l s 10%
5 .  Work I mpact 20%
6 .  W o r k i n g  C o n d i t i o n  H a r d s h i p s 2%
7 .  W o r k i n g  C o n d i t i o n  Ha z ar d s 2%
( S u b - C o m m i t t e e  M i n u t e s ,  O c t .  2 9 , 1984  2 )
The f i f t h  s t e p  was the  d ev e l opm ent  o f  a p r e l i m i n a r y  
Degree Lev e l  Guide c h a r t .  Each Guide c h a r t  c o n t a i n s  
d e s c r i p t i o n s  o f  the d e g re e  l e v e l s  o f  the  compensable  
f a c t o r s  w i t h  p o i n t  v a l u e s  a s s i g n e d  t o  each d e g r e e  l e v e l  
d e f i n i t i o n .  Jobs a r e  r a n k e d  by m a t c h i n g  t he  d e g r e e  of  
each compensable  f a c t o r  f ound  in the j o b  t o  a g u i d e  c h a r t  
d eg re e  l e v e l  d e f i n i t i o n .
The g u i d e  c h a r t ' s  d e g re e  l e v e l  d e f i n i t i o n s  c o n s i s t  
o f  n a r r a t i v e  d e s c r i p t i o n s  o f  the  r e l e v a n t  c h a r a c t e r i s t i c s  
a p o s i t i o n  wo u l d  have t o  have t o  be a s s i g n e d  t h a t  
p a r t i c u l a r  d eg re e  l e v e l  o f  any f a c t o r .  To  i l l u s t r a t e ,  
under  t he  g e n e r a l  f a c t o r  “W o rk i ng  C o n d i t i o n  Ha z ar d s"  i s  
the  s u b f a c t o r  o f  the " S e v e r i t y  o f  I n j u r y "  p o s s i b l e  on the  
j o b .  T h i s  s u b f a c t o r  has two d e g re e  l e v e l s ,  “ I n j u r i e s  o f  
M i n o r  S e v e r i t y "  and " I n j u r i e s  o f  M a j o r  S e v e r i t y " .  The  
d eg r ee  l e v e l  d e f i n i t i o n s  o f  the t hese  two d e g r e e  l e v e l s  
a r e :
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Mi nor  S ever  i t y ; I n j u r i e s  w o u ld  be o-f a 
m in or  n a t u r e  such as b u r n s ,  c u t s ,  s p r a i n s ,  
s c r a t c h e s ,  b r u i s e s ,  or  s i m i l a r  i n j u r i e s  t h a t  
wo ul d  r e q u i r e  no more than good - f i r s t  - f i r s t  a i d  
t r e a t m e n  t .
Maj  o r  S ever  i t y ; " I n j u r i e s  c o u l d  be 
s e r i o u s  and i n c a p a c i t a t i n g  t o  i n c l u d e  the  
p o s s i b i l i t y  o-f d e a t h .  I n j u r i e s  c o u l d  i n c l u d e  
br oken  bones ,  b u l l e t  wounds,  e x t e n s i v e  head  
i n j u r i e s ,  s e v e r e  b u r n s ,  su-f-f o c a t  i on , o r  a 
c o m b i n a t i o n  o-f a number o-f i n t e r n a l  or  e x t e r n a l  
i n j u r i e s . "  (New M e t h o d o l o g y  Dra- f t  F a c t o r  
D e s c r i p t i o n s ,  F a c t o r  7 ,  1)
These l e v e l s  o-f each - f ac t or  o r  s ub - f ac t o r  were  
d e t e r m i n e d  by a n a l y z i n g  the r a n k i n g s  o-f benchmark j o b s  on 
t h a t  f a c t o r  in o r d e r  t o  d i s c o v e r  j o b  g r o u p i n g s  which  
w oul d  r e p r e s e n t  d i s c r e e t  l e v e l s  o f  each f a c t o r .  The  
P r o j e c t  s t a f f ,  in c o n s u l t a t i o n  w i t h  the  JCAC, e v a l u a t e d  
each t e n t a t i v e  f a c t o r  d eg re e  l e v e l  a c c o r d i n g  t o  the  
f o l l o w i n g  c r i t e r i a :  each f a c t o r  deg re e  l e v e l ' s  d e f i n i t i o n  
s h o u l d  match t o  j o b s  wh i ch  the  n o n - e x p e r t  o b s e r v e r  wo u l d  
i n t u i t i v e l y  r e c o g n i z e  as h a v i n g  the  same l e v e l s  o f  t h a t  
f a c t o r ;  each degree  l e v e l ' s  d e f i n i t i o n  s h o u l d  be a b l e  to  
be as u n i que  as p o s s i b l e  f rom the  l e v e l  d e f i n i t i o n s  above  
and b e l o w ;  and ,  f i n a l l y ,  the degree  l e v e l s  f o r  each
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f a c t o r  s h o u l d  r e p r e s e n t  l o g i c a l  and f a i r l y  e q u a l i z e d  
p r o g r e s s i o n s  f rom l o w e s t  t o  h i g h e s t  l e v e l  o f  the  f a c t o r .
Once the deg re e  l e v e l  d e f i n i t i o n s  were  w r i t t e n  f o r  
a l l  seven f a c t o r s  and t h e i r  s u b f a c t o r s ,  p o i n t  v a l u e s  were  
a s s i g n e d  t o  each degree  l e v e l .  A p r o c e d u r e  ( s e e  ap p en d i x
2)  f o r  a s s i g n i n g  p o i n t s  was used wh ich  d i s t i n g u i s h e d  each  
l e v e l ' s  r e l a t i v e  w o r t h  t o  o t h e r  degree  l e v e l s  o f  the  
f a c t o r .  The r a nge  o f  p o i n t s  in each g u i d e c h a r t  r e f l e c t e d  
the  w e i g h t  g i v e n  the f a c t o r .
These t e n t a t i v e  Guide C h a r t  F a c t o r  Degree  Leve l  
D e f i n i t i o n s  were  then t e s t e d  by a p p l y i n g  them t o  a c t u a l  
benchmark j o b s .  S e v e r a l  a d j u s t m e n t s  o f  the f a c t o r -  
w e i g h t i  ngs had t o  be made b e f o r e  t h i s  f a c t o r  r a n k i n g  to  
whole  j o b  r a n k i n g  agr ee ment  c o u l d  be a c h i e v e d .  These  
a d j u s t m e n t s  were  c r i t i c a l  because the d e v e l o p m e n t a l  
t e c h n i q u e  was based  e n t i r e l y  on t he  who l e  j o b  r a n k i n g  as  
the  c o n t r o l l i n g  e l e m e n t  f o r  a s s i gn m en t  o f  p o i n t s  t o  
d eg re e  l e v e l s .
As a s i x t h  and f i n a l  s t e p  in the dev e lo p me nt  o f  the  
enhanced m e t h o d o l o g y ,  a n o t h e r  135 t o  140 s t a t e  j o b s  were  
chosen as a t e s t  s e t .  These j o b s  were  s e l e c t e d  t o  be a 
sample a c r o s s  c l a s s  s e r i e s  and t o  f a l l  w i t h i n  the same 
c l a s s  s e r i e s  o f  a t  l e a s t  one or  more o f  the  o r i g i n a l  
benchmark j o b s .  Because t h e y  w ou l d  be the ones a p p l y i n g ,  
or  a t  l e a s t  e x p l a i n i n g ,  the  a p p l i c a t i o n  and r e s u l t s  o f
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the enhanced m e t h o d o l o g y ,  ten p e r s o n n e l  o - f - f i ce rs  -from 
v a r i o u s  s t a t e  a g e n c i e s  were  chosen t o  a p p l y  t he  enhanced  
method t o  t h i s  t e s t  s e t  o-f j o b s .  The r e s u l t s  o-f t h i s  
t e s t  a p p l i c a t i o n  were  summar i zed -for p r e s e n t a t i o n  t o  
empl oyees  and managers  o f  the  s t a t e  t h r o ug h  i n f o r m a t i o n a l  
m e e t i n g s  and one p u b l i c  m e e t i n g .  I t  was a t  t h i s ,  the  
• f ina l  s t e p  o-f the dev e l opment a l ,  p r o c e d u r e ,  t h a t  
c o m p l e t i o n  o-f the  P o s i t i o n  Cl ass  i-f i c a t  i on Enhancement  
P r o j e c t  met  s e r i o u s  o p p o s i t i o n .
C h a p t e r  Four  
C r i t i c i s m ,  Response and R e d i r e c t i o n
One o f  the  c h a r a c t e r i s t i c s  o f  an a pr  i or  i 
approach t o  d e v e l o p i n g  a m et h o do l o g y  f o r  j o b  e v a l u a t i o n  
i s  t h a t  i t  chooses  compensable  f a c t o r s  which  the  
o r g a n i z a t i o n  f i n d s  l e g i t i m a t e  w i t h o u t  r e g a r d  t o  w h e t h e r  
or  no t  t he  r e s u l t a n t  j o b / p o s i t i o n  e v a l u a t i o n  r a n k i n g s  
w i l l  m a i n t a i n  e x i s t i n g  j o b  w o r t h  r e l a t i o n s h i p s .  I t  i s  
t h i s  f e a t u r e  o f  the  a pr  i or  i approach  wh ich  caused  i t  
t o  be p r e f e r r e d  by c om pa ra b l e  w o r t h  a d v o c a t e s  as a remedy  
f o r  s y s t e m a t i c  u n d e r v a l u a t i o n  o f  f e m a l e  or  m i n o r i t y  
d o m i n a t e d  j o b s .  I t  i s  t h i s  same f e a t u r e ,  h ow e v e r ,  t h a t  
prompt ed  q u i c k  o p p o s i t i o n  t o  the t e s t  r e s u l t s  o f  
M o n t a n a ' s  enhanced met hod ,  and b r o u g h t  the Enhancement  
P r o j e c t  under  c r i t i c i s m .
Cr i t i c i sm
N e a r l y  e i g h t y  comments on the enhanced sys tem were  
r e c e i v e d  as a r e s u l t  o f  the  f o r ma l  r e v i e w  and p u b l i c  
comment phase o f  the  p r o j e c t .  I n c l u d e d  in t h i s  number ,  
were  "open l e t t e r s "  and o t h e r  p u b l i s h e d  c r i t i c i s m s  f rom  
such o r g a n i z a t i o n s  as the  Montana P u b l i c  Employees  
A s s o c i a t i o n  <MPEA> and the S t a f f  S e na t e  o f  the  U n i v e r s i t y  
o f  M o n t a n a .  The m a j o r i t y  o f  comments c o n c e r n e d  the  
r e s u l t s  o f  the t e s t  f a c t o r i n g  and r a n k i n g  o f  the sample  
benchmark j o b s .
The o r i g i n a l  i n t e n t i o n  was t h a t  the  enhanced method
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wo u l d  be d e s i g n e d  t o  a v o i d  u n n e c e s s a r y  changes  in the  
S t a t e  o-f M o n t a n a ' s  e x i s t i n g  j o b  w o r t h  r e l a t i o n s h i p s .  But  
the  use o-f a c o m p l e t e l y  new s e t  o-f j o b  w o r t h  - f a c t o r s  made 
i m p o s s i b l e  the a v o i d a n c e  o-f s i g n i f i c a n t  r e a l i g n m e n t  o f  
the  r a nk  o r d e r  o f  some o f  the  t e s t e d  benchmark j o b s  
<McEwen, I n t e r v i e w ) .  P r e l i m i n a r y  i n d i c a t i o n s  o f  the t e s t  
r a n k i n g  r e s u l t s  were  t h a t  s i x t y  p e r c e n t  or  more o f  a l l  
s t a t e  j o b s  wo u l d  move up or  down one or  more j o b  g r a d e s  
when the  enhanced method was i mp lemented  ( C l a s s i f i c a t i o n  
Enhancement  O p t i o n s  4 ) .
R e a l i z i n g  t h a t  the enhanced sys tem c o u l d  mean 
u p g r a d i n g  and down gr a d i ng  o f  j o b s ,  j o b  i ncumbents  
n a t u r a l l y  f e a r e d  t h a t  t h e i r  j o b s  w ou l d  n o t  be 
s u f f i c i e n t l y  u pg r a d e d  t o  improve or  a t  l e a s t  m a i n t a i n  
t h e i r  c u r r e n t  r e l a t i v e  r a n k i n g ,  or  t h a t  t h e y  may be 
downgraded.  T h i s  con cer n  o v e r  the  t e s t  r a n k i n g  r e s u l t s ,  
and the  p e r c e i v e d  i m p l i c a t i o n s  f o r  changes  in pay  g r a d e s ,  
was t he  i mpetus  f o r  comments and c r i t i c i s m s  r e g a r d i n g  the  
p r o c e d u r e  o f ,  and even the need f o r ,  d e v e l o p me nt  o f  an 
enhanced m e t h o d o l o g y .
The comments i n c l u d e d  c o m p l a i n t s  a b o u t :  the  
i n a d e q u a t e  p r o v i s i o n s  o f  t ime  and i n f o r m a t i o n  needed by 
empl oyees  f o r  e v a l u a t i o n  and c r i t i c i s m  o f  t he  enhanced  
m e t h o d o l o g y ;  the  d eg re e  o f  p o t e n t i a l  d i s r u p t i o n  to  
e x i s t i n g  pay g r a d e s  v e r s u s  l i t t l e  e v i d e n c e  o f  compa ra b l e
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w o r t h  p r ob l em s  in the S t a t e ' s  sys tem and l i t t l e  p r o o f  
t h a t  t h es e  d i s r u p t i o n s  w o u ld  c u r e  com pa r ab l e  w o r t h  
p r o b l e m s ;  and a m y r i a d  o-f c o n c e r n s  and c r i t i c i s m s  about  
the  c h o i c e ,  d e s c r i p t i v e  l a n g u a g e ,  w e i g h t i n g ,  Job  
r e l a t e d n e s s ,  a c c u r a c y  and g e n e r a l  e f f e c t i v e n e s s  o f  the  
Job e v a l u a t i o n  f a c t o r s  chosen f o r  the  enhanced met hod .  
B a s i c a l l y  the  c r i t i c i s m s  s u g g e s t e d  an a c c e p t a n c e  and  
d e f e n s e  o f  c u r r e n t  j o b  w o r t h  v a l u e s  and r e l a t i o n s h i p s .  
Opponents  o f  t he  P r o j e c t  and i t s  enhanced m e t h o d o l o g y  
were  u n w i l l i n g  t o  go t h r o ug h  the  t rauma o f  s i g n i f i c a n t  
change w i t h o u t  c l e a r  e v i d e n c e  o f  nee d .
Response
In a j o i n t  memo o f  r e s po n se  t o  the  comments and  
c r i t i c i s m s ,  the  P e rs o nn e l  D i v i s i o n  and the Job  
C l a s s i f i c a t i o n  A d v i s o r y  Co u n c i l  a d m i t t e d  t h a t  b o t h  the  
t im e  and i n f o r m a t i o n  p r o v i d e d  empl oyees  t o  s o l i c i t  
comments were  i n a d e q u a t e  ( S t a t e  P e rs o nn e l  D i v i s i o n ,  
Response Memo 2 ) .  T h i s  was due ,  the  Memo s a i d ,  t o  an 
a t t e m p t  t o  meet  b u d g e t a r y  d e a d l i n e s  o f  the  1985 S t a t e  
L e g i s l a t i v e  S e s s i o n .  The P e rs o nn e l  D i v i s i o n  a g r e e d  t o  
d e l a y  the  p r e s e n t a t i o n  o f  the  P r o j e c t  t o  t he  L e g i s l a t u r e  
u n t i l  the  1987 S e s s i o n .  T h e i r  r esp o ns e  s a i d  t h a t  t h i s  
a d d i t i o n a l  d ev e l opment  t i m e  w o u ld  be used f o r  the  
p r o v i s i o n  o f  more i n f o r m a t i o n  t o  empoyees as w e l l  as  
s o l i c i t a t i o n  o f  more comments f ro m s t a t e  e m p l o y ee s .
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The r es po n se  went  on t o  d e f e n d  the a pr  i or  i 
t e c h n i q u e  f o r  c h o o s i n g  j o b  w o r t h  f a c t o r s  and s e v e r a l  
o t h e r  f e a t u r e s  and c h a r a c t e r i s t i c s  o f  t he  P r o j e c t  and i t s  
enhanced m e t h o d o l o g y .  The memo c i t e d  s e v e r a l  r e c e n t  
w r i t i n g s  by com pa r ab l e  w o r t h  p r o p o n e n t s  as j u s t i f i c a t i o n  
f o r  the t e c h n i q u e  o f  s u b j e c t i v e l y  c h o o s i n g  a s e t  o f  j o b  
e v a l u a t i o n  f a c t o r s  t o  r e f l e c t  “u n i v e r s a l "  j o b  w o r t h  
v a l u e s  deemed e q u i t a b l e  by a r e p r e s e n t a t i v e  group of  
empl oyees  and a d v i s e r s ,  the  JCAC and the  j o b  g r a d i n g  
p a n e l s  ( T r e i m a n  and Ha r t ma nn ,  as q u o t e d  in Response  
8 - 9 ) .  The r e s po n se  p o i n t e d  out  t h a t  c om pa r ab le  w o r t h  
p r ob l e ms  c o u l d  no t  r e a l l y  be d i s c o v e r e d  and a dd r e s s e d  
u n t i l  a u n i v e r s a l ,  b i a s - f r e e  e v a l u a t i o n  o f  j o b  w o r th  
c o u l d  be made.  An a pr  i or  i approach  was n e c e s s a r y  in 
o r d e r  t o  a v o i d  c o n t i n u i n g  sex based b i a s e s  t h a t  may be 
u n d i s c o v e r e d  in the  c u r r e n t  c l a s s i f i c a t i o n  and pay p l a n .  
Opponents  a r g u e d ,  h ow e ve r ,  t h a t  d i s r u p t i o n  o f  c u r r e n t  pay  
s c a l e  r e l a t i o n s h i p s  w i t h o u t  c l e a r  e v i d e n c e  o f  compa ra b l e  
w o r t h  p r ob l em s  wo u l d  be p u t t i n g  the  c a r t  b e f o r e  the  
h o r s e .
S e v e r a l  comments and c o m p l a i n t s  r e f l e c t e d  concern  
ov e r  the  f a c t o r s  c ho sen .  Some exa mpl es  o f  c o m p l a i n t s  
w e r e :  the  f a c t o r s  d i d  n o t  a d e q u a t e l y  measure  ment a l  
s t r e s s ;  t oo  much v a l u e  p l a c e d  on s u p e r v i s o r y / m a n a g e r i a l  
d u t i e s ;  n o t  enough v a l u e  was p l a c e d  on c r e a t i v i t y  and
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i ndepe ndence ;  t h e r e  was a f a i l u r e  t o  c o n s i d e r  the  j o b  
m a r k e t ;  and the  enhanced method f a i l e d  t o  r e f l e c t  j o b  
w o r t h  v a l u e s  f ound  in the  c o l l e c t i v e l y  b a r g a i n e d  pay  
p l a n s .  R e g a r d i n g  i n c l u s i o n  o f  m ent a l  s t r e s s ,  c r e a t i v i t y  
and more emphas is  on human r e l a t i o n s  in the  chosen  
f a c t o r s ,  the  r esp o ns e  n o t e d  the  Pe r sonne l  D i v i s i o n ' s  
r e c o g n i t i o n  o f  the  l e g i t i m a c y  o f  the  c o n c e r n s .  The  
r espo nse  p o i n t e d  o u t ,  h ow e ve r ,  t h a t  t hese  v a l u e s  were  
o f t e n  measured as p a r t  o f  the chosen f a c t o r s ,  b u t  the  
r esponse  a l s o  s t a t e d  t h a t  t hese  c o n e r n s  w o u ld  be 
r e c o n s i d e r e d  and r e e v a l u a t e d  d u r i n g  the  e x t e n d e d  
d ev e l opment  pha se .
Respond ing  t o  comments on the l a c k  o f  i n c l u s i o n  o f  
m a r k e t  v a l u e s  in the enhanced s y s te m ,  the Pe r sonne l  
D i v i s i o n  r emi nded  t hose  comment ing t h a t  the S t a t e  o f  
Mont ana  had ne v er  t i e d  i n t e r n a l  pay t o  the  e x t e r n a l  
m a r k e t .  T h i s  f e a t u r e  o f  p a s t  S t a t e  pay p l a n s  and the  
p r opo sed  new p l a n  w as ,  in f a c t ,  one o f  the  m a j o r  
r e q u i r e m e n t s  f o r  c o m p l i a n c e  w i t h  a c om pa ra b l e  w o r t h  
s t a n d a r d  s i n c e  compa ra b l e  w o r t h  a d v o c a t e s  b e l i e v e d  
e x i s t i n g  m a r k e t  pay v a l u e s  s y s t e m a t i c a l 1y u n d e r v a l u e d  
j o b s  h e l d  p r e d o m i n a n t l y  by f e m a l e s  and m i n o r i t i e s  ( G o l d  
5 4 ) .  The r espo nse  a l s o  a r gu e d  t h a t  bo t h  t he  c u r r e n t  
s t a t e  p l a n  and the  enhanced system p r o v i d e  f o r  pay  
e x e p t i o n s  f o r  p o s i t i o n s  wh ich  command u n u s u a l l y  h i gh
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s a l a r i e s  on the  l a b o r  m a r k e t .
The r esp o ns e  a l s o  d e f e n d e d  the u n i v e r s a l i t y  o f  the  
enhanced method which  i f  imp1emented wou1d c o v e r  n i n e t y  
p e r c e n t  o f  the  S t a t e ' s  c l a s s i f i e d  p o s i t i o n s .  A p p l y i n g
one s e t  o f  j o b  e v a l u a t i o n  f a c t o r s  over  m o s t ,  i f  no t  a l l ,  
o f  the p o s i t i o n s  in an o r g a n i z a t i o n ,  and a c r o s s  
o c c u p a t i o n a l  c a t e g o r i e s ,  i s  a l s o  i m p o r t a n t  t o  m e e t i n g  a 
compa ra b l e  w o r t h  s t a n d a r d  ( G o l d  5 1 ) .  The r espo nse  
p o i n t e d  o u t  t h a t ,  w h i l e  s t a t u t o r y  r e s t r i c t i o n s  p r e v e n t e d  
r e p l aceme mt  o f  the  c o l l e c t i v e l y  b a r g a i n e d  pay p l a n s ,  the  
enhanced method was d e s i g n e d  t o  measure a l l  j o b s  and  
c o u l d  t h e r e f o r e  be used t o  d e s c r i b e  pay d i s p a r i t i e s  
between pay p l a n s  wh i ch  c o u l d  be a d d r e s s e d  d u r i n g  
c o l l e c t i v e  b a r g a i n i n g .
Redi  r e c t  i on
Somet ime a f t e r  the p u b l i c  comment and r es po n se  phase  
o f  the  P r o j e c t ,  the  D e pa r t me n t  o f  A d m i n i s t r a t i o n  d e c i d e d  
t o  p l a c e  t he  e n t i r e  P o s i t i o n  C l a s s i f i c a t i o n  Enhancement  
P r o j e c t  under  r e e v a l u a t i o n .  I t  i s  n o t  e n t i r e l y  d e a r  why 
t h i s  d e c i s i o n  was made.  Joyce Brown,  P r o j e c t  D i r e c t o r ,  
s u g g e s t s  l a c k  o f  s u p p o r t  f o r  the enhanced method p l u s  
c o s t s  o f  i m p l e m e n t a t i o n  as the impetus  f o r  t he  d e c i s i o n  
( Br own,  P e r s on a l  I n t e r v i e w ) .  O t he r  p o l i t i c a l  or  
s c h e d u l i n g  c o n c e r n s  t h a t  may have been a p a r t  o f  the  
d e c i s i o n  c an n ot  be d e t e r m i n e d  f rom documents or
46
i n t e r v  i e w s .
In  J a n u a r y ,  1 9 8 5 ,  the r e q u e s t  f o r  f u n d i n g  f o r  
i m p l e m e n t a t i o n  was put  on h o l d  u n t i l  the  1987 L e g i s l a t i v e  
S e s s i o n .  D u r i n g  S p r i n g  and Summer o f  1985  the p r o j e c t  
team began a r e e v a l u a t i o n  o f  the P r o j e c t ' s  o v e r - a l l  
d i r e c t i o n  and method o f  d e v e l o p m e n t .  The p r o j e c t  team 
even c o n s i d e r e d  w h e t h e r  d ev e l opment  s h o u l d  c o n t i n u e  a t  
a l l  ( Br own,  P e r s on a l  I n t e r v i e w ) .
As p a r t  o f  t h a t  r e e v a l u a t i o n ,  the P e rs o nn e l  D i v i s i o n  
summar i zed o p t i o n s  f o r  the  f u t u r e  d i r e c t i o n  o f  the  Job  
C l a s s i f i c a t i o n  Enhancement  P r o j e c t .  The D e p a r t m e n t  o f  
A d m i n i s t r a t i o n  p r e s e n t e d  the  summary to  t he  G o v e r n o r ' s  
C a b i n e t ,  and l i s t e d  s i x  p o s s i b l e  o p t i o n s :  c o n t i n u e  the  
p r e s e n t  d ev e l opment  o f  the  enhanced met hod,  i n c o r p o r a t i n g  
the  a d d i t i o n a l  t ime  o f f e r e d  by the two y e a r  d e l a y ;  m o d i f y  
t he  enhanced m e t h o d ' s  j o b  w o r t h  v a l u e s  ( e v a l u a t i o n  
f a c t o r s )  t o  m i n i m i z e  the p o t e n t i a l  d i s r u p t i o n  o f  e x i s t i n g  
pay g r a d e s  as much as p o s s i b l e  w h i l e  s t i l l  c o m p l y i n g  w i t h  
2 - 1 8 - 2 0 8  MCA's mandate  f o r  a compa ra b l e  w o r t h  s t a n d a r d ;  
c o m p l e t e l y  r e d o  the p r oce ss ’ o f  c h o o s i n g  and t e s t i n g  j o b  
w o r t h  f a c t o r s  t o  answer  pay g r ade  d i s r u p t i o n ,  f a c t o r  
w e i g h t i n g  and f a c t o r  c h o i c e  c o m p l a i n t s ;  s c r a p  the  
C l a s s i f i c a t i o n  Enhancement  P r o j e c t  and c o n t i n u e  t o  use 
the  p r e s e n t  q u a l i t a t i v e  system w i t h  m o d i f i c a t i o n s  t o  
e l i m i n a t e  sex b i a s e s ;  h i r e  o u t s i d e  c o n s u l t a n t s  t o  d e s i g n
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an e n t i r e  q u a n t i t a t i v e  met hod;  or  d e v e l o p  s e p a r a t e  
q a u n t i t a t i v e  sys te ms  -for- the  S t a t e '  o c c u p a t i o n a l  
c a t e g o r  i e s .
As o f  t h i s  w r i t i n g ,  the  Pe r sonne l  D i v i s i o n  has begun  
t o  i n v e s t i g a t e  the  f e a s i b i l i t y  o f  the  second o p t i o n ,  
m o d i f y i n g  the enhanced m e t h o d ' s  e v a l u a t i o n  f a c t o r s  t o  
m i n i m i z e  changes  in pay g r ade  r e l a t i o n s h i p s  (McEwen,  
Pe r so na l  I n t e r v i e w ) .  T h i s  o p t i o n  i s  c 1 e a r  1 y .i den t i f  i ed 
by the Pe rs onne l  D i v i s i o n  as a move f ro m the  a o r i  o r  i 
a p p r o a c h ,  t o  the p o l i  cy c a p t u r  i no a p p r o a c h :
. . . . t t h e  o r i g i n a l  p r o j e c t  de v e l o pm en t
t e c h n i q u e ]  can be used t o  d u p l i c a t e  an e x i s t i n g  
s t a n d a r d  o f  v a l u e  and r educ e  g r ade  c h a ng es .
T h i s  i n v o l v e s  s t a t i s t i c a l l y  d e r i v i n g  f a c t o r  and  
s u b - f a c t o r  w e i g h t s  f rom the c u r r e n t  j o b  
h i e r a r c h y  r a t h e r  than the h i e r a r c h y  c r e a t e d  by  
the  44 j o b  r a n k e r s .  T h i s  t e c h n i q u e  i s  c a l l e d  
“p o l i c y  c a p t u r i n g "  because i t  c a p t u r e s  and  
r e p l i c a t e s  p r e - e x i s t i n g  compe nsa t io n  p o l i c i e s  
in a new or  improved met hod.  (Summary o f  
O p t i o n s  5)
T h i s  o p t i o n ,  i f  p u r s u e d  as a new d i r e c t i o n  f o r  
dev e lo p me nt  o f  the  P r o j e c t ,  wo u l d  p r e s e r v e  most  o f  the  
d e v e l o p m e n t a l  work done t o  d a t e  and c r e a t e  m in im al  
a d d i t i o n a l  c o s t s .  T h i s  o p t i o n  wou l d  a l s o ,  h ow e v e r ,  deny
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the o p p o r t u n i t y  t o  r e e v a l u a t e  c o m p l e t e l y  and improve the  
c u r r e n t  j o b  w o r t h  v a l u e s .  T h i s  o p t i o n  a l s o  r u n s  the  r i s k  
o f  no t  m e e t i n g  the i n t e n t  o f  the l e g i s l a t i v e  c a l l  f o r  
e l i m i n a t i o n  o f  sex b i a s e s  in the e x i s t i n g  c l a s s i f i c a t i o n  




The Montana State Job Cl assi-f i cat i on Enhancement 
Project was an ambitious undertaking. Although, as of 
this writing, the Project is considered to be "on hold" 
pending the outcome of the feasibility study of the 
policy capturing option, it is probably accurate to say 
the original project has failed to the extent that the 
FES-based, a priori system will not be implemented.
This Chapter will examine this failure, and what lessons 
other organizations contemplating a similar project 
might draw from Montana State’s Enhancement Project. 
Possible Causes of Failure .
There are many facets to the development of a 
statewide job analysis and classification system. Some 
are more important than others in determining the 
potential for successfully completion and implementation 
of a new system. It is somewhat arbitrary to separate 
the various aspects of a developmental project since 
they are all very much interdependent. To clarify my 
analysis, however, I will point to four problem areas of 
the Montana State Enhancement Project which may have 
contributed to the project’s failure.
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These four areas are consistency o-f purpose, choice of 
model, extent o-f potential change, and communication 
with those affected.
Consistency of Purpose
The lack of consistency in purpose of the Enhancement 
Project is the most important contributing factor to the 
Project’s failure. The Project was originally a 
response to the recommendations of the Personnel and 
Labor Relations Study Commission (PLRC). It was the 
clear intention of the PLRC to recommend an option for 
improving the State’s job analysis methodology and 
classification system which would involve modifying 
the present system but not replacing it.
The option of completely replacing the current
system was presented to the PLRC and was rejected. The
rejection was based on the potential disruption to the
current position rankings and grade hierarchy. Both the 
current position classification rankings and the pay 
grade schedule enjoy considerable levels of acceptance, 
and the PLRC wanted that acceptance maintained as much 
as possible.
The original purpose of the Enhancement Project was 
to respond to this recommendation by modifying 
(enhancing) the existing job analysis methodology from a 
qualitative to a quantitative system, while maintaining 
the best features of the current system. It was this
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original purpose or goal, a modification of the existing 
system, which was presented to the State Legislature: 
"The Classification Enhancement Project is a project 
initiated by the State Personnel Division of the 
Department of Administration to improve the State of 
Montana’s method of classifying state jobs" (emphasis 
added) (Brown, Briefing Paper 1). The problem with this 
original purpose, however, was that it was not the 
actual goal pursued by the Project.
The passage of the State’s comparable worth standard, 
early in the start-up of the project, resulted in 
substantial changes to the goals the Project had been 
mandated to achieve. After passage of the new standard, 
the Project could no longer be just a technical 
modification of the existing system designed to 
incorporate quantified job evaluation techniques. The 
project would now have to provide a methodology which 
would eliminate sex based biases in the job evaluation 
factors used to rank state positions.
This new goal meant that the State’s existing job 
evaluation factors, from which the current 
classification rankings and grade schedule had been 
created, were at least suspect, depending on the extent 
'of undervaluation of female dominated positions revealed 
during the development of the Project. At this point, 
then, the goal of the Project effectively shifted from
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one o-f modifying the existing system, with its standards 
and rankings left as much intact as possible, to the 
goal of reevaluating the basic building blocks of the 
State's job evaluation system, the job evaluation 
factors, and producing an essentially new system devoid 
of sex bias. In fact, by 1985 the project team was 
defending the new methodology on this basis:
In short, the comparable worth literature 
indicates that the identif i cation and correcti on 
of comparable worth problems requires the applica­
tion of a job evaluation method that meets 
certain standards: . . . The proposed method 
meets these criteria. It is a single method for 
all jobs, a point factoring method, and it was 
explicitly designed to be as free of past biases, 
or any biases as possible. Instead of building 
it to duplicate existing relationships it was 
built based on the judgement of a cross-section 
of employees and private sector representatives 
of what the relationships should be for the 
organization (Montana State Government) in the 
absence of sex biases. (Brown, Memo, Response to 
Comments 9)
To build the enhancement on a foundation of what job 
relationships should be, instead of the existing
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relationships, meant the creation of an entirely new 
methodology, an option previously rejected 'by the PLRC.
A political error occurred, therefore, early in the 
Project’s development. The Project was originally sold, 
and continued to be sold to those potentially affected (the 
Legislature, employee unions, interest groups of state 
employees and managers) as a modification of the existing 
system. Political support was being sought for that goal. 
Vet, the model chosen, the techniques used and the informa­
tion presented to Job Classification Advisory Commission 
early in the Project’s development, all clearly pointed to 
the Project’s actual goal of creating a new system, free of 
sex based bias, and producing the potential for major 
changes in the job classification rankings and pay grade 
schedule. No political support existed for the creation of 
a radically new system. No attempt was made to restart the 
F'roject by first obtaining political support for a 
completely new job analysis and classification system.
The project team was pursuing one goal while the rank 
and file state employee was watching for the attainment of a 
different, far less threatening goal. This inconsistency 
of perceived purpose was the major contributor to the 
Project’s failure. As the project team progressed in the 
development phase of the Project, the divergence of the 
Project’s perceived and actual goals became more and more 
obvious. The first indication of this divergence could be
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seen in the choice o-f model -followed -for the Project’s 
development.
Choice of Model
The Project's newly de-fined goal o-f creating a new job 
analysis and classification system free of sex based bias 
effectively dictated most of the choices made in the early 
stages of the Project’s development. As pointed out in 
Chapter Two, the project team identified early in the 
F'roject’s development the characteri st ics of a job analysis 
methodology and the techniques for developing that 
methodology which comparable worth advocates felt were 
necessary to the elimination of sex based bias. The model 
chosen for the development of the new methodology, the 
development process used for the FES System, answered the 
demands of comparable worth advocates and the developmental 
goal of a state-of-the-art, quantified system. The FES 
developmental process model (as distinguished from the FES 
quantified methodology, which would result) was clearly an a 
priori approach to selecting and defining job evaluation 
factors. The developmental procedure made no attempt to 
capture into the new job standards any of the existing 
standards.
The Montana Comparable Worth Act also called for job 
evaluation factors which could be applied to some degree 
across occupational category boundaries. This was certainly 
a direct answer to the concerns of comparable worth
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advocates, that separate evaluation systems -for different 
occupational groups would tend to perpetuate undervaluation 
of female dominated positions. The goal of defining job 
evaluation factors which could be applied across the entire 
state personnel system would also be served by the FES 
developmental model. The objective of the FES developmental 
process was the definition of universally applicable job 
evaluation factors through the a priori approach. The 
universal applicability of the developmental model's job 
evaluation factors added to its potential for major 
disruption of the position relationships of the existing 
system.
As described in chapter Two, several unique classifica­
tion systems have been created for certain state occupa­
tional categories through negotiation. The universal 
factors of the FES process threatened the continuation of 
these systems as separate from a new system. The project 
team explained this was by design:
The proposed method is designed to evaluate 
all jobs and can consequently be used to measure 
the extent of pay disparities between jobs in the 
general classification and pay plan and those of 
comparable worth in the separate collectively 
bargained blue collar, liquor store, and teachers 
plans. (Brown, lierno, Response to Comments 11)
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Brown acknowledged that the separate plans could not be 
changed without legislative action, but she pointed out 
that the universal application of the new standards would 
highlight disparities for negotiation, with the implication 
that these disparities would eventually be eliminated 
through negotiation. This would effectively eliminate the 
uniqueness of the separate systems which had been won 
through collective bargaining.
Technically, the Enhancement Project developmental 
model followed closely the FES example. More modification 
of the FES model was needed, however, to match it to 
Montana’s specific needs. The project team identified 
technical steps in the development procedure which they 
would do differently if they had to do it again.
First, more benchmark jobs (at least 160) would be 
selected for the initial ranking process. The FES develop­
mental model was designed to cover primarily the "white 
collar" positions of the U.S. Civil Service, and its 
original criteria for benchmark selection would be expanded 
to create a more representative sample of state positions, 
top to bottom and across occupational groupings. Second, 
the JCAC/Rating Panel membership would be enlarged to 
spread the work and increase representation. Third, more 
time would be taken to gather job description information 
about the benchmark jobs, and to verify that information. 
(McEwen, Personal Interview)
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These technical modifications to the developmental 
model would not have had any impact on the problems 
identified as contributing to the Project's failure, with 
the possible exception of the potential classification and 
pay grade changes. Even here, these technical changes might 
have resulted in different rankings for some individual 
positions, but the extent of the potential disruption to 
classification and pay grade relationships would not have 
been significantly different.
The developmental model served the goals of the 
Project, as redefined by the State’s new comparable worth 
standard. It was a developmental model which was never 
designed to maintain as much of the existing system as 
possible. As such, It produced an entirely new, universally 
applicable, quantified job evaluation methodology, based on 
job evaluation factors which are probably freer of sex based 
bias thap the State’s existing job evaluation factors. 
Because of this, if implemented it would make major 
alterations in existing classification and pay grade 
relati onshi ps.
Extent of Potential Change
Probably no one, including the members of the project 
team, anticipated the extent of the potential changes to 
the existing system of classification and pay grade 
relationships, represented by the implementation of the 
enhanced methodology. In fact, the estimate based on the
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results o-f the test application o-f the new methodology was 
that sixty percent o-f the present classifications and pay 
grade assignments would change. The extent of this change, 
and the degree of potential political and budgetary costs it 
would mean, caught those involved in the project by 
surprise.
It was certainly this predicted extent of disruption 
to the existing classification and pay grade relationships 
which was the immediate cause for the declaration of the 
present hold on further implementation of the enhanced 
methodology. There was no anticipation by the rank-and-fi1e 
state employee of the magnitude of the changes possible 
under the new methodology. The individual protests against 
this change were focused through representative unions and 
employee associations, and this political opposition 
combined with the potential monetary costs of implementation 
stopped the planned implementation of the enhanced 
methodology.
Applying the policy capturing approach to job 
evaluation factor selection may eliminate the disruption of 
the existing pay grades and position classifications enough 
to allow a new methodology to be fully implemented. Whether 
or not this approach could be made an acceptable compromise 
between the concerns of comparable worth advocates that 
existing biases not be included in job evaluation 
methodologies, and the tendency of policy capturing to
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formalize existing biases, is problematical . Whether such a 
compromise methodology would meet the mandated standards of 
Montana’s comparable worth legislation is also open to 
question.
In analyzing the current Project’s failure, it is 
important to note that the political question of whether or 
not to accept full scale changes for the attainment of 
comparable worth goals has not yet been answered. At this 
point, however, the extent of the potential change has been 
recognized and the question is under consideration. The 
new goal of the Project has been revealed and can now be 
debated.
Communication
By its own admission, the Personnel Division and the 
project team failed to give the rank-and-file state 
employee, as well as managers and supervisors, sufficient 
time or information to judge the development process of the 
Project and the new methodology which resulted. It is now 
obvious that the goal of the Project, a completely new, bias 
free state job evaluation system, was not communicated to 
those who would be affected.
Until the Spring of 1985, when the test application 
results were known to all, the Project was still being 
described as a modification of the existing system. The 
goal, both implied and stated, was to maintain the best 
features of the existing system, modifying it only to the
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extent needed to quantify the job analysis and evaluation 
process. Meeting the new comparable worth standard was 
always described as an add-on goal which could be attained 
with little additional effort during the modification to a 
quantified system.
There was no mandate from the Legislature, the 
Administration, or the state employees for a new job 
evaluation and classification system, and it is most 
probable that the project team and the Personnel Division 
were hoping that the "modification scenario" could, in fact, 
be followed in the Project. The true nature of the 
Project's goal was,therefore, not communicated, and the need 
for political support of the Project's goal was ignored.
The results of the test application were presented to 
the rank-and-fi1e state employees as the results of 
enhancement of the existing methodology. Yet once the 
potential for change indicated by those results was also 
communicated to those concerned and affected, the Project's 
potential political impact was known.
The failure of the Project team to communicate the 
true nature of the Project to anyone outside the team 
members or the Personnel Division seems to be more a case of 
wishful thinking (the enhanced methodology's test results 
would not indicate a disruption of the existing 
methodology's system of an extent that could not be made 
politically acceptable) than a design to obscure the facts.
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Conclusions
For other public organizations contemplating creation 
or modernization of their job evaluation system, the State 
o-f Montana's Classification Enhancement Project offers an 
example of what "'to do and what not to do. Starting with 
the Project's title, the Project failed to recognize its 
purpose. The Project was not enhancino an existing system, 
it was replacing it. A state-of-the-art quantified 
methodology, incorporating accepted techniques for 
eliminating sex based biases was developed.
Support for the changes such a new system brings is 
critical, however, when such potentially disruptive 
characteristics as an a priori derived set of job evaluation 
factors, and the universal application of those standards 
over a wide range of positions, are included in that new 
system. The question of whether such characteristics can be 
implemented is at least as much a political one as it is a 
technical one.
The Enhancement Project followed a popular model in 
its technical development. The need for further modifica­
tion of the FES model for application to unique local needs 
should be carefully considered by anyone choosing it. Many 
computer programs, factor definitions and other such 
technical resources are available to anyone choosing the 
FES model. It would be important, however, to take care to 
make the modifications to these resources necessary to
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serve the goals of the local modernization project, and to 
account for the individual characteristics of the position 
descriptions and occupational categories the new system 
will be applied to. With a few exceptions, The Montana 
Enhancement Project made these modifications correctly.
To a considerable extent, therefore, the Montana 
Enhancement Project’s technical application of the FES model 
to modernization of a statewide system can, in turn, be used 
as a model of such application. It was not in the technical 
application of the FES model that the Montana Project 
failed. It was in the political requirements of such a 
major modernization project that the Montana Project failed 
to make the right decisions.
It is important to answer the political questions in 
any major job evaluation modernization project first, not 
second, as has occurred during the development of Montana's 
Enhancement Project. The universal application of an a 
priori derived set of job evaluation factors through a 
quantified job analysis system may eliminate sex based bias 
in an organization’s job classification and compensation 
system, but the political turmoil such radical changes bring 
must be anticipated and dealt with. There is no more 
sensitive and important aspect of public personnel 
administration than the proper management of the social and 
financial awards associated with each public position.
These are directly derived from the description,
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classification and determination of compensation for each of 
those positions. Political support for any major change to 
these awards is the most critical factor controlling the 
success or failure of such a change. Without such support; 
from the community that will pay for it, from the 
representational body that will approve it, from the 
managers and administrators who will administer it, and from 
the employees whose jobs will be changed by it, any 
attempt at such a major change is destined to fail, as it 
did in Montana.
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Append i x  1
T e c h n i q u e  o f  Whole Job and F a c t o r  R a nk i ng
The same s t a t i s t i c a l  p r o c e s s  was used by the  
P a n e l s  f o r  r a n k i n g  the  140 benchmark j o b s  as whole  
j o b s ,  and f o r  each o f  the seven compensable  f a c t o r -  
r an k  i n g s :
. . . The r a n k i n g  method used f o r  t h i s  p r o j e c t
i s  the " b a l a n c e d  i n c o m p l e t e  b l o c k  d e s i g n . "  In  
t h i s  me t ho d ,  each panel  member i n d e p e n d e n t l y  r a n k s  
each j o b  r e l a t i v e  t o  e v e r y  o t h e r  j o b  in g r oup s  ( o r  
" b l o c k s " )  o f  f i v e .  A computer  program d e v e l o p e d  
by the f e d e r a l  government  w i l l  be used t o  q u i c k l y  
p r o v i d e  t he  s t a t i s t i c a l  r e s u l t s  o f  the  r a n k i n g  
p r o c e s s .  D e t e r m i n i n g  I n t r a r a n k e r  C o n s i s t e n c y :  The
b a l a n c e d  i n c o m p l e t e  b l o c k  d e s i g n  n e c e s s i t a t e s  
m e a s u r i n g  t he  c o n s i s t e n c y  w i t h  wh ich  each panel  
member r a n k e d  each j o b  r e l a t i v e  t o  t he  o t h e r s .
T h i s  i s  done by c om pu t in g  the number o f  t i m e s  a 
panel  member r a n k e d  Job A as g r e a t e r  than Job B,  
Job B g r e a t e r  than Job C,  and Job C g r e a t e r  than  
Job A.  The sum o f  such c i r c u l a r  r a n k i n g s ,  f o r  the  
T o t a l  C i r c u l a r  T r i a d s  (TCT)  a r e  then compared w i t h  
the  v a l u e  t h a t  w ou l d  be e x p e c t e d  had the  panel  
member s i m p l y  r a n k e d  the j o b s  a t  random,  and the  
d i f f e r e n c e  t e s t e d  f o r  s t a t i s t i c a l  s i g n i f i c a n c e .
For  a l l  r a n k e r s ,  the  T C T ' s  s h o u l d  be s i g n i f i c a n t l y
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d i f f e r e n t  f ro m what  w o u ld  be e x p e c t e d  had the  
r a n k i n g s  been done a t  random.  D e t e r m i n i n g  
I n t e r r a n k e r  A g r e em e nt :  Agreement  between r a n k e r s
i s  measured  by c ompu t i ng  K e n d a l l ' s  c o e f f i c i e n t  o f  
a g r e e m e n t .  The v a l u e  o f  t h i s  c o e f f i c i e n t  r a n g e s  
f ro m 0 t o  1 . The v a l u e  a c h i e v e d  f o r  the  who le  jot -  
r a n k i n g  in t h i s  p r o c e s s  w i l l  be d e t e r m i n e d ,  and 
the p r o b a b i l i t y  t h a t  i t  was a c h i e v e d  by chance  
c a l c u l a t e d .  I n t e g r a t i n g  the  Rank Order  D e c i s i o n s  
o f  the  Panel  Members:  The i n d i v i d u a l  panel
members'  r a n k i n g s  a r e  i n t e g r a t e d  i n t o  a combined  
whole  j o b  r a n k i n g  by c a l c u 1 a t i n g  the  number of  
t i m e s  each j o b  was r a n k e d  h i g h e r  than each o t h e r  
j o b  by each r a n k e r ,  and summing t h i s  number over  
a l l  r a n k e r s  f o r  each j o b .  T h i s  i s  e q u i v a l e n t  to  
c a l c u l a t i n g  t he  t o t a l  number o f  " v o t e s  f o r "  each  
j o b ,  where  one " v o t e  f o r "  r e f l e c t s  the r a n k i n g  o f  
a j o b  o v e r  a n o t h e r  j o b  by one pane l  member.  The  
o v e r a l l  r a n k  o f  any j o b  i s  t hus  d e t e r m i n e d  by the  
number o f  " v o t e s "  the  j o b  r e c e i v e s ,  w i t h  the  j o b  
r e c e i v i n g  the  h i g h e s t  number o f  " v o t e s "  r a n k i n g  
f i r s t ,  e t c .  (Brown and T r i m b l e ,  P r o c e d u r a l  S t e p s  
7 - 8 )
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Appendi  x 2
T ec h n i q u e  o-f A s s i g n i n g  Degree  Leve l  P o i n t  U a l u e s
A s s i g n i n g  p o i n t s  t o  d eg re e  l e v e l s  - fo l l owed  the  - f o l l o w i n g  
p r o c e d u r e :
The l o w e s t  d eg re e  l e v e l  -for each - f a c t o r  a s s i g n e d  
p o i n t s  s h o u l d  be equal  t o  100 t i m e s  the p e r c e n t a g e  
v a l u e  o-f the  - f ac t or  i t s e l - f .  The h i g h e s t  p o i n t  
v a l u e  -for each - f ac t or  i s  d e t e r m i n e d  by m u l t i p l y i n g  
the l o w e s t  p o i n t  v a l u e  f o r  the  f a c t o r  by the  
maximum number o f  d eg re e  l e v e l s  used f o r  any of  
the  f a c t o r s .  I n t e r m e d i a t e  d eg re e  l e v e l  p o i n t  
v a l u e s  a r e  d e t e r m i n e d  by d i v i d i n g  t he  d i f f e r e n c e  
between the h i g h e s t  v a l u e  and the  l o w e s t  v a l u e  f o r  
the  f a c t o r  by the number o f  d eg re e  l e v e l s  f o r  the  
f a c t o r  minus  one < n - l > .  The r e s u l t i n g  q u o t i e n t  i s  
then added t o  the p o i n t s  f o r  the  l o w e s t  degree  
l e v e l  t o  d e t e r m i n e  the  p o i n t  v a l u e s  f o r  the  
r e m a i n i n g  i n t e r m e d i a t e  degree  l e v e l s .  A l l  p o i n t  
v a l u e s  can then be rounded  t o  the  n e a r e s t  number  
d i v i s i b l e  by a c o n s t a n t  f o r  c o n v e n i e n c e .  < Brown 
and T r i m b l e ,  P r o c e d u r a l  S t e p s  10)
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